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The South African education system is in a crisis characterised by inequalities, inefficiencies 
and quality inadequacies. Against these observations, the need to understand how to 
manipulate antecedents of organisational effectiveness such as leadership styles and how 
these styles impact job satisfaction of subordinates becomes critical. Because of the 
complexities of the South African Higher Education system, the leadership style that leads to 
higher job satisfaction and better graduates remains a subject for research. Reports on the 
effectiveness of leadership styles in influencing employee job satisfaction vary with time and 
place. This implies that constant research on these phenomena is important to ensure that 
any available practices are relevant to time and place. The main aim of this study was to 
investigate the relationship between leadership styles of heads of academic departments and 
employee job satisfaction in a Higher Education institution in the Eastern Cape Province of 
South Africa. The focus of the study was on the academic staff members of Ibika Site at Walter 
Sisulu University. Informed consent and permission were requested from the participants 
before the study commenced. Participants’ privacy was respected and confidentiality was 
maintained at all times. The researcher reviewed existing literature on the different leadership 
styles, the relationship between leadership styles and job satisfaction and the factors affecting 
job satisfaction. A purposive sampling technique was utilised to select the participants, which 
comprised 80 academic staff members of the Ibika Site, to which the researcher hand-
delivered 80 questionnaires. The study employed a quantitative method to collect and analyse 
data. The Statistical Package for Social Sciences was utilised to analyse the data. Owing to 
the varied demographic distribution of staff at Higher Education institutions, perceptions of the 
leadership styles of heads of departments can differ widely from person to person. A number 
of the respondents chose to remain neutral on the leadership style assessment, while the 
majority of those who did respond suggested a prevalence of democratic and transformational 
leadership. The relationship between leadership styles and job satisfaction at the Higher 
Education institution is non-linear and can only be understood within a systems view that takes 
into consideration multiple factors. This was indicated by the tendency for respondents to align 
themselves with the neutral response option, which suggested the prevalence of other factors. 
Factors such as praise and recognition, autonomy to execute new work methods, job security, 
interactions with colleagues and supervisor relationships with subordinates appeared critical 
in determining the leadership style – employee job satisfaction relationship. As such, the 
relationship between leadership styles and job satisfaction can be adequately described in 
linear terms but it tends to be complicated within a system of other factors.  
Keywords: Academic staff, job satisfaction, leadership style, Walter Sisulu University 
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Autocratic leadership style: Leaders alone determine policy and make plans, tell 
subordinates what to do and how to do it. Power is centralized only to the leader, workers 
under the leader have little freedom, and leaders show greater concern for work than for their 
workers. 
Democratic leadership style: Entire groups are involved in and accept responsibilities for 
goal setting and achievements. Subordinates have considerable freedom of action and the 
leader shows greater concern for people than for high production.  
Job satisfaction: The term job satisfaction refers to the attitude and feelings people have 
about their work. Positive and favourable attitudes towards the job indicate job satisfaction. 
Negative and unfavourable attitudes towards the job indicate job dissatisfaction (Armstrong, 
cited by Szromek & Wolniak, 2020:8). 
Laissez-faire style: This style of leadership is where a leader either does not intervene in 
the work affairs of subordinates or may completely avoid responsibilities as a superior and is 
unlikely to make an effort to build a relationship with them. 
Leadership: Leadership is any behaviour that has the effect of helping groups of people 
achieve something that the majority of them are pleased with and which is significant and 
would not have otherwise achieved (Bendell & Little, cited by Bendell, Sutherland & Neil, 
2017:422). 
Transformational leaders: Can be defined as people who emphasise work standards and 
have task-oriented aims  
Transactional leaders: Communicate with their subordinates to explain how a task must 




OVERVIEW OF THE STUDY 
1.1 INTRODUCTION 
Leadership style and employee job satisfaction are variables of interest in developing 
organisational competitiveness. This study is initiated to foster a deeper appreciation of the 
two variables in South African Higher Education Institutions (HEIs). The final aim is to equip 
policymakers, leaders and managers in the Higher Education (HE) system with knowledge 
and tools to ensure the development of human capital and ensure quality HE outputs. 
Bowmaker-Falconer and Herrington (2020) reiterated Mtantato’s (2018) report that the South 
African education system is in a crisis characterised by inequalities, inefficiencies and quality 
inadequacies. Against these observations, the need to understand how to manipulate 
antecedents of organisational effectiveness such as leadership styles and how these styles 
impact job satisfaction of subordinates becomes critical. The following paragraphs provide a 
background to the specific research problem, objectives and research questions that formed 
the basis for the study. 
1.2 BACKGROUND TO THE STUDY 
Globally, HE is in transition (Dlamini, 2016:53), fuelled by the need for universities to provide 
solutions to national problems with Etzkowitz’s (1983) work on the entrepreneurial university 
being widely cited by many scholarly advocates for the change. Fernández-Nogueira, Arruti, 
Markuerkiaga and Sáenz (2018:4) lament that the traditional institution of higher learning 
simply focused on the teaching and learning aspect, whereas the current imperative is for the 
university to foster collaborations with external private and public institutions and structures to 
solve economic problems affecting societies. In South Africa, stagnant economic growth and 
high unemployment rates have called for solutions from all key national institutions, including 
institutions of higher learning, to provide solutions (Urban & Richard, 2015; Malebana, 2016; 
Oni & Mavuyangwa, 2019). This call must be considered within the transformation discourse 
that arose in South Africa after the fall of the apartheid regime in 1994 and the need to equalize 
educational opportunities, reduce poverty and improve lives through education. All this 
underscores the need for a vibrant motivated, satisfied and dedicated workforce, which is 
propelled by an effective leadership style in the South African HE system. This study focuses 
on the HE context whose success is largely dependent on the efficiency and effectiveness of 
human capital. This reliance on people’s competencies and skills makes it important to 
understand job satisfaction and its precedents. In a study of job satisfaction and occupational 
stress in the HE system in South Africa, Ngirande and Mjoli (2020:1678) propound that 
2 
workforce satisfaction should be understood as an important factor for effectiveness. 
Organisations need effective leaders and employees to achieve their objectives (Hamidifar, 
2009:45).  
Effective leadership is widely recognised as a key to providing people with vision in responding 
to social demands (Kelali & Narula, 2017:1917). In a study of how toxic leadership styles 
influence employees in academic settings, Baloyi (2020:2) opines that effective leadership can 
harness the full potential and energy of followers through job satisfaction in a way that leads 
to the realisation of objectives. Consequently, the need to establish the actual relationship 
between leadership styles and employee satisfaction seems critical to creating successful 
HEIs. Furthermore, Kelali and Narula (2017:1917) assert that “An enterprise without a 
manager’s leadership is not able to transmute input resources into competitive advantages”. 
Evidence exists of the relationship between leadership styles and employee job satisfaction 
(Alonderiene & Majauskaite, 2015:140; Tetteh & Brenyah, 2016:20-21; Kelali & Narula, 
2017:1922), as well as challenges to job satisfaction (Kebede & Demeke, 2017:165). Amah 
(2018;235) reports that leadership styles tend to affect job satisfaction and energy levels of 
employees in a way that significantly affects overall organisational success 
Dlamini (2016:53) observes that educational institutions have been affected by 
internationalisation, which has resulted in the establishment of both world level and locally-
based university rankings. The effect of this has been the acceleration of metamorphism 
efforts in university operations to improve their ranking. These transformations have been 
associated with research into how leadership styles can propel academic departments to 
higher performance to improve rankings. Following these trends, numerous studies at an 
international level on the leadership style/job satisfaction relationship but in the South African 
context, there is a gap epitomised by limited studies of this nature. In other words, the 
correlation between leadership style and job satisfaction has been studied in a wide variety of 
fields and an equally wide variety of settings; however, few of these studies focused on this 
relationship in the context of HE (Hamidifar, 2009:45). Tetteh and Brenyah (2016:21) and 
Kebede and Demeke (2017:174) recommend that further studies be directed to the education 
sector. Thus, in acknowledging the research gap, the current study focuses on an investigation 
into the leadership styles of academic heads of departments (HODs) and their impact on the 
job satisfaction of employees at an institution of higher learning in the Eastern Cape Province 
of South Africa. It follows that the need for relevant leadership styles to inspire change has 
also become critical. As an antecedent of employee performance, employee job satisfaction 
and its antecedents such as leadership styles, motivation and reward systems have also 
undergone deep scrutiny. 
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The Council on Higher Education (CHE) (2011:11), in its audit report on Walter Sisulu 
University by the Higher Education Quality Committee, indicates that over the years the 
university enrolled approximately 20% more students than its carrying capacity. This resulted 
in the physical infrastructure of the institution being placed under enormous strain and 
overstretching its provision of educational resources. With the 10 library sites, students and 
staff complained about inadequate reading space, computer access and book collections. The 
audit found that this was because of a lack of leadership and commitment from line managers 
(CHE, 2011:14). HEIs are experiencing pressure from rapid technological changes. 
Leadership in colleges and universities is problematic because of the dual control systems, 
the conflict between professional and administrative authority, unclear goals and other special 
properties of normative, professional organisations (Trivellas & Dargenidou, 2009:294).  
According to Trivellas and Dargenidou (2009:297), leadership in the context of HE may be 
defined as “a personal and professional ethical relationship between those in leadership 
positions and their subordinate staff, needed to appreciate and call forth their full potential.” 
Significant research exists on the influence of leadership styles on employees’ job satisfaction. 
For example, in Ethiopian public universities, it was identified that leadership behaviour in 
sampled universities influences the job satisfaction of academic staff (Kebede & Demeke, 
2017:174). These authors further report on the challenges faced by academic staff in 
coordinating their work. They recommend that academic leaders should refine leadership 
styles to suit the preferences of the faculty members. 
African problems all have similarities in some way. Hence, there are lessons to learn from a 
Kenyan study reported by Kiplangat (2017:441). Kiplangat examined the relationship between 
leadership styles and lecturers’ job satisfaction within HEIs and found that leadership styles 
influence employee job satisfaction. The findings revealed that a consultative leadership style 
was the style of choice for deans and lecturers because it produced higher job satisfaction. 
The few studies that have been conducted in the South African context seem to have 
concurred with these findings, however, more clarity is needed on the specific leadership style 
that can fuel better job satisfaction in the rural environment of South Africa’s Eastern Cape 
Province. This study focused on an HEI that was ranked outside the top 10 universities in 




Table 1.1: University rankings in South Africa 2020 
Rank University Town 
1 University of Pretoria Pretoria 
2 University of Cape Town Cape Town 
3 University of the Witwatersrand Johannesburg 
4 University of Johannesburg Johannesburg 
5 University of KwaZulu-Natal Durban  
6 Universiteit Stellenbosch Stellenbosch  
7 North-West University Potchefstroom  
8 University of the Western Cape Bellville 
9 Rhodes University Grahamstown 
10 Universiteit van die Vrystaat Bloemfontein  
11 Cape Peninsula University of Technology Cape Town  
12 Tshwane University of Technology Pretoria  
13 Nelson Mandela University Port Elizabeth  
14 Durban University of Technology Durban  
15 Vaal University of Technology Vanderbijlpark  
16 University of Fort Hare Alice 
17 Central University of Technology Bloemfontein  
18 Walter Sisulu University Mthatha  
19 University of Venda Thohoyandou 
20 University of Zululand Kwadlangezwa  
21 University of Limpopo Mankweng  
22 Mangosuthu University of Technology Durban  
23 Sefako Makgatho Health Sciences University Pretoria 
24 University of Mpumalanga Nelspruit  
25 Sol Plaatje University Kimberley 
Source: Unirank (2020) 
 
The institutions analysed in this study typify many rural HEIs in South African provinces that 
are not ranked within the top 10. This study was interested in the leadership styles of the 
HODs at the selected HEI and how these leadership styles related to the job satisfaction of 
the employees. It also sought to investigate other factors that influenced job satisfaction 
among the employees at the HEI. Authors such as Kebede and Demeke (2017:174) and Okoli 
(2018:45) share similar views to Kiplangat (2017:174) in that academics prefer a leader who 
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exhibits a transformational style/behaviour and that transformational leaders maximise the 
autonomy of academic staff. Taking note of these postulations, the analysis in this study 
sought a critical understanding of how leadership styles impact the job satisfaction of 
employees in academic departments within the context of a rural environment. Although 
numerous studies have been conducted on the relationship between leadership styles and the 
impact on job satisfaction in HEIs in countries like Kenya, Nigeria and Ethiopia, none of the 
studies has focused on HEIs in South Africa and particularly in the Eastern Cape Province. 
Hence, this study focuses on the leadership styles of academic HODs and their impact on the 
job satisfaction of employees at Ibika Site at Walter Sisulu University in the Eastern Cape 
Province of South Africa 
1.3 PROBLEM STATEMENT 
Because of the complexities of the South African HE system, the leadership style that leads 
to greater job satisfaction and better graduates remains a subject for research (CHE, 2016). 
There are great demands on HEIs to ensure academic HODs can influence positive job 
satisfaction among members to ensure high performance. This in turn is expected to result in 
graduates who can contribute to solving current problems in South Africa (South Africa, 
Department of Higher Education and Training [DHET], 2017:10). Dlamini (2016:56) reports 
that 55% of students who enter the university will not complete their studies and less than 25% 
graduate on time. Exacerbated by the crisis related to the employability of graduates and their 
suitability in the labour market, this problem makes a call on HEIs to be tactful in delivering 
societal expectations. Following arguments presented in the report from CHE (2016), the 
effectiveness of leadership styles in influencing employee job satisfaction varies with time and 
place. This implies that constant research on these phenomena is important to ensure that 
any available practices are relevant to time and place. 
According to Afshinpour (2014:168) and Kelali and Narula (2017:1), there is a correlation 
between effective leadership styles and job satisfaction. These authors point out those 
employees with high job satisfaction are likely to exert more effort in their assigned tasks and 
pursue organisational interests. Extensive research has been conducted on the relationship 
between leadership style and employees’ job satisfaction (Dobbins & Zaccaro, 1986; Beehr & 
Gupta, 1987; Bordieri, Reagle & Coker, 1988; Bruns & Shuman, 1988; Jensen, White & Singh, 
1990; Hearn, 2013). Putti and Tong (1992:53) maintain that leadership style is not a ‘’one size 
fits all” style. In simple terms, this means that managers may utilise a particular leadership in 
an organisation and the organisation is successful; however, the same leadership style is 
practised in another organisation yet the organisation is unsuccessful.  
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For example, Dobbins and Zaccharo (1986:203) examined the effects of group cohesion and 
leadership behaviour on subordinates in a military organisation. The results indicated that 
subordinates were more satisfied with leaders who exhibited high levels of initiating structure 
and consideration. Beehr and Gupta (1987:45) investigated employee perception in two 
automotive supply organisations and found that employee perceptions are more favourable in 
a democratic formal style of management than in traditional organisations. Bordieri et al. 
(1988:149) examined job satisfaction and leadership of workers in vocational rehabilitation 
and the results showed that job satisfaction was relatively favourable to democratic leadership 
styles. Lockwood (2007) investigated the relationship between leadership styles and 
employee job satisfaction and found that the most prevalent style of leadership was 
democratic. 
Furthermore, Toker (2011:156) asserts that most of the studies on employee job satisfaction 
have been related to profit-making industrial and service organisations. Kelali and Narula 
(2017:1922) report that very few studies have identified the ideal leadership style for maximum 
job satisfaction, particularly in rural South African universities. Thus, in acknowledging the 
research gap as noted by Kelali and Narula (2017:1923), the current study focuses on 
investigating leadership styles of academic HODs and their impact on job satisfaction of 
employees the HEI. Figure 1.1 indicates the main constructs of the study and how they were 
conceptualised. It shows that the types of leaders were perceived to be associated with certain 
leadership styles, which then result in either the job satisfaction of subordinates or their 
dissatisfaction. It was also believed that there could be observable indicators of satisfaction 
and dissatisfaction, which can be analysed to establish the relationship between leadership 
styles and subordinate dissatisfaction. 
 
Figure 1.1: Problem conceptualisation  
7 
1.4 AIM OF THE STUDY 
The main aim of this study is to investigate the relationship between leadership styles of 
academic HODs and employee job satisfaction in an HEI in the Eastern Cape Province of 
South Africa.  
 
1.5 OBJECTIVES OF THE STUDY 
The objectives of this study are: 
 To determine the leadership styles of academic HODs at the HEI; 
 To establish the relationship between leadership styles of academic HODs and 
employee job satisfaction at the HEI; and 
 To determine factors that affect job satisfaction of employees at the HEI. 
  
1.6 RESEARCH QUESTIONS 
 What are the leadership styles of the academic HODs at the HEI? 
 What is the relationship between leadership styles of HODs and employee job 
satisfaction at the HEI? 
 What are the factors affecting job satisfaction of employees at the HEI? 
1.7  THEORETICAL AND CONCEPTUAL FRAMEWORK 
1.7.1 Critical theory 
Leadership is a phenomenon that has always been associated with power and class 
domination in societies (Fuchs, 2017:443). In concurrence, proponents of the critical theory of 
societal organisations postulate that society is made up of social groups that exist in 
contradictory structures and orders, which can be analysed in terms of conflict relations. 
Bendell et al. (2017) applied critical social theory to leadership studies and advocated for the 
adoption of the field of ‘critical leadership studies’ for the understanding of complex leadership 
concepts. Critical leadership studies have exposed some of the elements of leadership, which 
are often neglected and appear overlooked in many leadership studies. As a result, critical 
leadership studies have often focused on the dark side of leadership and toxic elements of 
leadership such as narcissism, abuse of power and other negative issues in leadership. Based 
on the above, the present study takes the position that styles of leadership have a bright side 
that leads to job satisfaction and a dark side that can lead to job dissatisfaction. Those styles 
that elicit satisfaction are appropriate in the HE system, while those associated with 
dissatisfaction are inappropriate.  
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Following the above, the study variables and how they were assumed to relate is shown in 
Figure 1.2. 
 
Figure 1.2: Relationships between study concepts 
 
1.8 SIGNIFICANCE OF THE STUDY 
The envisaged significance of the study is two-fold in that it will contribute academically 
(theoretically and methodologically) to the fields of Human Resources Management and 
Academic Leadership, as well as its adaptability to HE comprehensive universities in the South 
African context. The other significance of this study is the original contribution it makes to the 
body of knowledge concerning the impact of leadership in enhancing job satisfaction at 
universities in South Africa. The present study attempts to integrate concepts, practices, 
existing leadership models and theories, both applied, in the private and public sectors. 
Furthermore, the study explores the most beneficial structures applicable to the HE sector, 
with specific reference to comprehensive universities. Current job satisfaction methods and 
paradigms are investigated to determine the impact of leadership in enhancing job satisfaction 
of academics in an HEI environment that meets the expectations of a diverse stakeholder 
base.  
1.9 SCOPE OF THE STUDY 
The study is confined to the South African HE sector, with particular reference to 
comprehensive universities as tertiary providers of quality education. The focus of this study 
is on a selected comprehensive university located in the Eastern Cape Province. Moreover, 
the study is delimited such that it does not include traditional and universities of technology in 
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the Eastern Cape because situational factors differ in their uniqueness, given their own 
complexities. More importantly, the inclusion of any other tertiary institution will make the study 
too longitudinal. In addition, the study focuses only on academic departments at Ibika campus. 
1.10 LITERATURE REVIEW 
According to Muhammad and Khalid (2010:254), leadership has always been a controversial 
issue among researchers and philosophers irrespective of context, industry or sector. It is one 
of the most observed and least understood phenomena (Jogulu, 2010:706). Muhammad and 
Khalid (2010:254) state that leadership is a process of social influence through which one 
person can enlist the aid of others in reaching a goal. In contemporary research, the focus is 
on an exploration of the behaviours that constitute effective leadership. This underpinned the 
emergence of leadership styles in the late 1970s (Jogulu, 2010:706).  
1.10.1 Leadership styles 
There are several styles of leadership, such as autocratic, bureaucratic, laissez-faire, 
charismatic, democratic, participative, situational, transactional and transformational 
leadership styles (Robbins, Judge, Odendaal & Roodt, 2009:292). These leadership styles are 
highlighted in the following sections.  
1.10.1.1 Autocratic leadership style  
According to Roul (2012:229), leaders alone determine policy and make plans, tell 
subordinates what to do and how to do it, power is centralized only to the leader. Workers 
under the leader have little freedom. Autocratic leaders show greater concern for work than 
for their workers. 
1.10.1.2 Democratic leadership style  
In this leadership style, entire groups are involved and accept responsibilities for goal setting 
and achievement. Subordinates have considerable freedom of action and the leader shows 
greater concern for people than for high production (Robbins et al., 2009:292). 
1.10.1.3 Laissez-faire leadership style  
According to Limsila and Ogunlana (2008:166), this style of leadership is where a leader may 
either not intervene in the work affairs of subordinates, may completely avoid responsibility as 
a superior and is unlikely to put in the effort to build a relationship with workers. The Laissez-
faire style is associated with dissatisfaction, unproductiveness and ineffectiveness. One factor 
that distinguishes this style of leadership from the others is that leaders of this type always 
avoid getting involved when important issues arise and avoid making decisions. 
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1.10.1.4 Transformational leadership style  
Transformational leaders can be defined as people who emphasise work standards and have 
task-oriented aims (Jogulu, 2010:706). These leaders seek new ways of working, challenge 
the status quo and are less likely to accept conventional norms (Lee & Chang, 2007:173). 
Transformational leaders can enhance their followers’ innovativeness through motivation and 
intellectual stimulation (Lee & Chang, 2007:173). The intellectual stimulation encourages 
employees to use new approaches for solving old problems, to explore new ways of achieving 
the organisation’s mission and goals and to employ reasoning, rationality and evidence rather 
than unsupported opinions (Tabassi & Bakar, 2010:248).  
1.10.1.5 Transactional leadership style 
Transactional leaders communicate with their subordinates to explain how a task must be 
done and let them know that there will be rewards for a job well done (Erkutlu, 2008:710). 
1.10.2 The relationship between leadership style and job satisfaction  
O’Leary, Wharton and Quinlan (2009:222-223) argue that job satisfaction is generally 
conceived as an attitudinal variable that reflects the degree to which people like their jobs and 
is positively related to employee health and job performance. It also hinges on good 
relationships with staff and colleagues, control of time off and adequate resources. According 
to Gunlu, Akrsarayli and Percin (2009:694), for the accomplishment of customer satisfaction, 
the job satisfaction of employees in the organisation is imperative. It should be noted that job 
satisfaction is a key factor in maintaining high performance and efficient service, which will 
directly increase the productivity of the organisation (Gunlu et al., 2009:694). Lockwood (2007) 
states that managers are the core points of service production and it follows that their impact 
on employees is very important. If managers are not satisfied and not committed to the 
organisation, their effectiveness in managing employees is questionable. 
There are three employee facets of job satisfaction (Gunlu et al., 2009:695), which can be 
classified as intrinsic, extrinsic and general reinforcement factors. To evaluate intrinsic job 
satisfaction, some important key factors need to be addressed, such as ability utilization, 
activity, achievement, authority, independence, moral values, responsibility, security, 
creativity, social service status and variety (Gunlu et al., 2009:695). For extrinsic job 
satisfaction, these factors are advancement, company policy, compensation, recognition, 
supervision of human relations and supervision of technical elements. When intrinsic and 
extrinsic factors are summarised, then general job satisfaction is formed (Gunlu et al., 
2009:695). According to Toker (2011:156), most studies on employee job satisfaction have 
related to profit-making industrial and service organisations but there has been a growing 
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interest in job satisfaction of employees in HEIs. Toker (2011:156) also indicates that the 
reason for this increasing interest is the reality that HEIs are labour intensive, their budgets 
are predominantly devoted to personnel and their effectiveness is largely dependent on their 
administrative and academic staff. 
1.11 RESEARCH METHODOLOGY  
This section addresses research design, research methods, population, sampling method, 
sample size, the data collection instrument and data analysis. 
1.11.1 Research design 
A research design is a plan of how a research study is conducted and how the data are 
collected and analysed (Ragin, 1994, cited by Flick 2007:36). In line with Ragin, the researcher 
reviews existing literature on the different leadership styles, the relationship between 
leadership styles and job satisfaction and the factors affecting job satisfaction. Thereafter the 
questionnaires was distributed to academic lecturers at the Ibika Site of Walter Sisulu 
University. This study employs a quantitative method to collect and analyse data and the 
questionnaires are distributed to faculty heads at the Ibika Site. The Statistical Package for 
Social Sciences (SPSS) is used to analyse the data. 
1.11.2 Target population 
According to Brynard and Hanekom (2006:55), the population of a study comprises people 
with similar characteristics who are chosen to participate in a study. The target population for 
this study is all academic staff members of Ibika Site at Walter Sisulu University. Contact 
details for these staff members are obtained from the university’s internal telephone directory 
via the Human Resource Department. The total population of academic employees at Ibika 
Site is 80, all of which are included in the sample.  
1.11.3 Sampling techniques  
Welman, Kruger and Mitchell (2005:231) highlight two types of sampling methods, namely 
probability and non-probability sampling techniques. In probability sampling, every unit in the 
population has a chance of being selected. Non-probability sampling is when some units of 
the population have no chance of selection (Bernard, 2006:189). Examples of non-probability 
sampling techniques are accidental, quota, and purposive. This study utilised a purposive 
sampling technique. According to Bernard (2006:189), purposive sampling is used to select 
participants who are knowledgeable and can provide valuable information to the study. Thus, 
the purposive sample in this study comprises all academic staff members at Ibika Site. The 
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academic staff are selected because they are leaders and are knowledgeable about job 
satisfaction.  
1.11.4 Questionnaire design 
A questionnaire is the data collection instrument. Questionnaires are data collection 
instruments that enable the researcher to pose questions to participants in the search for 
answers to the research questions (Saunders, Lewis & Thornhill, 2009). The first section of 
the questionnaire comprises closed-ended questions. Subsequent sections utilise a Likert 
scale format. A Likert scale format involves the use of a special rating scale that asks 
respondents to indicate the extent to which they agree or disagree with a series of statements 
about a given subject (Saunders et al., 2009). 
1.11.5 Pilot test 
According to Sekaran (2003), the purpose of a pilot study is to refine the questions in the 
questionnaire to ensure that there is no ambiguity or bias so that the measuring instrument is 
fine-tuned for data collection. For this study, a pilot study was conducted at the Zamukulungisa 
site of WSU. The sample size of this study was 80 participants and to ensure an accurate 
sample size, 10 lecturers at the Zamukulungisa Site of Walter Sisulu University were chosen 
to test the questionnaires so that the necessary revisions could be made before administration 
to the target respondents. 
1.11.6 Reliability and validity  
1.11.6.1 Reliability  
Reliability is the quality or state of being reliable. In other words, it means the degree of 
variation between the results of different samples of the homogenous population (Miller, 
2007:1-3). Reliability may also be described as the degree to which an assessment tool 
produces stable and consistent results over repeated trials. 
To ensure that this study is reliable, this proposal was submitted to the researcher’s supervisor 
for comment. Any recommended amendments were effected. Thereafter, the researcher  




1.11.6.2 Validity  
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According to Miller (2007:1), validity is the degree to which a study succeeds in measuring the 
intended values and the extent to which differences found reflect the true measures 
(differences amongst respondents). In line with Miller, validity simply means how the study 
succeeded in measuring the intended objective and the finding. Therefore, to ensure the 
validity of this study, the objective must come from the literature and the finding must come 
from the data collection and data analysis. 
1.12 DATA COLLECTION METHODS 
According to Hussey and Hussey (1997:161) a questionnaire is an instrument used to collect 
data. In this study, a questionnaire is the data collection instrument. The researcher  utilised 
email as a medium (to send and receive) deliver the questionnaires to academic staff 
members of Ibika Site at Walter Sisulu University. The total population of academic employees 
at Ibika Site is 80 employees. 
1.13 ANALYSIS OF RESULTS 
The responses to the questionnaire was captured to form a data set. Thereafter, the responses 
was analysed using the latest version of SPSS for Windows. 
1.14 ETHICAL CONSIDERATIONS  
Rule and John (2011:11) emphasise the importance of ethics in research because it affects 
the rights of the participants. Therefore, in line with Rule and John, the following ethical 
considerations will be applied in this study:  
 In the covering letter to respondents, informed consent and permission was requested 
from the participants before the study commences the study. Informed consent is the 
principle where the participant is fully informed of the nature of the research before 
agreeing to participate. The letter clearly explains the study, extent, time, potential 
impact and the outcome of the study. It informs participants what is expected of them to 
ensure they understand what their involvement in the research study is, for example, 
participation is strictly voluntary and that the participants could withdraw at any time. 
 Participants’ privacy was respected and confidentiality was maintained at all times. The 
researcher ensured that all responses remained confidential and anonymous; 
participants’ names will not be required on the questionnaire 
 An ethics form was submitted to the UJ ethics committee, seeking ethical clearance from 




1.15 STRUCTURE OF THE STUDY 
The study consists of seven chapters as outlined in Figure 1.3.  
 
Figure 1.3: Structure of the study 
 
Chapter One introduces the reader to the research problem. It provides a background to the 
research problem states the aim of the research study and outlines the research questions 
and research objectives that the researcher seeks to achieve.  
Chapters Two, Three and Four review existing literature relevant to this research study. It 
provides an in-depth review of literature pertinent to this research study, which are leadership 
styles of academic HODs and their impact on employee job satisfaction. 
Chapter Five discusses the research design and research methodology applied in the 
research study.  
Chapter Six analyses the data collected and presents these data for interpretation, findings, 
and provides results. The analysis shows the effect of leadership styles on the job satisfaction 
of academic staff at Walter Sisulu University. 
Chapter Seven concludes the study. In this chapter, the researcher discusses the findings 
emanating from the data analysis and thereafter concludes the study by providing 
recommendations. 
CHAPTER ONE 




Factors Affecting Job Satisfaction 
CHAPTER FOUR 
Relationships: Leadership Styles/Job Satisfaction 
CHAPTER SIX 
Data Presentation, Findings and Analysis 
CHAPTER FIVE 
Research Methodology and Design 
CHAPTER SEVEN 
Conclusion and Recommendations 
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1.16 CHAPTER SUMMARY 
This chapter introduced the study and gave an overview of an investigation into leadership 
styles of academic HODs and their impact on employee job satisfaction at Ibika Site at Walter 
Sisulu University. The chapter outlined the problem statement, the aim of the study, objectives 
of the study, research questions, significance of the study, literature review, research 
methodology and design, data collection, data analysis, ethical considerations and 
confidentiality, the structure of the chapters and potential benefits of the study. The next 
chapter reviews literature pertinent to this study, as well as literature relating to previous 




LITERATURE REVIEW - LEADERSHIP STYLES 
2.1 INTRODUCTION 
Chapter One introduced the study. The background to the research problem was outlined and 
the problem statement, research questions and research objectives of the study were stated. 
This chapter reviews literature on the different types of leadership styles.  
Porter and Lawler (1968a) indicate the existence of earlier industry or academic material, 
which directly relates to the particular topic of this research. Welman, Kruger and Mitchell 
(2006:34) agree that a review of relevant literature helps a researcher to identify the gap that 
a study seeks to fill. In line with Porter and Lawler (1968a) and Welman et al. (2006:34), the 
researcher reviewed published and unpublished theses, books, journal articles, magazines 
and electronic articles as sources from which to gather secondary data.  
This chapter is divided into two sections. The first section discusses the definition of leadership 
and leadership styles, the difference between management and leadership, types of 
leadership styles, components of leadership, leadership characteristics or traits and 
leadership theories. 
The second section addresses job satisfaction under the headings of the determinants of job 
satisfaction, the impact of demographics impact on job satisfaction, antecedents of job 
satisfaction, the difference between employee satisfaction and job satisfaction, the 
consequences of job satisfaction and theories on job satisfaction. 
2.2 DEFINITION OF LEADERSHIP 
According to Muhammad and Khalid (2010:254), leadership has always been a controversial 
issue among researchers and philosophers. It is one of the most observed and least 
understood phenomena (Jogulu, 2010:706). Muhammad and Khalid (2010:254) state that 
leadership is a process of social influence through which a person can enlist the aid of others 
in reaching a goal. Leadership involves neither force nor coercion. Quible (2015:186) adds 
that leadership is one’s ability to get things done through others. Meudell and Callen (1996:36) 
define leadership as “the ability to achieve results through others, selecting the appropriate 
style for the situation”. 
Leadership is the use of non-coercive influence to direct and coordinate the activity of group 
members to meet a goal. Leaders possess the characteristics that enable them to use such 
influence successfully. From an organisational viewpoint, leadership is very important 
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because it has a very powerful influence on individual and group behaviour (Griffin, Phillips & 
Gully, 2014:406). Ferreira, Erasmus and Groenewald (2013:351) argue that leadership is a 
process in which a person exerts influence on others by motivating and guiding their activities 
to help them achieve their goals. 
Harvard Business Review (1991:14) describes leadership as a practical effort to direct affairs 
and is about coping with changes. For example, major changes in business are becoming 
more necessary to survive and compete effectively in this new environment; more changes 
always demand more leadership. Consider a simple military analogy—a peacetime army can 
usually survive with good administration and management up and down the hierarchy, coupled 
with good leaderships concentrated at the top. A wartime army needs competent leadership 
at all levels. 
In an attempt to summarise the definition of leadership, Griffin et al. (2014:406) argue that the 
definition of leadership stresses two basic aspects: 
 Establishing direction and developing a vision of the future; and  
 It entails aligning, motivating and inspiring people to overcome major political, 
bureaucratic and resource barriers to change by satisfying very basic but often unfulfilled 
human needs. 
Kelali and Narula (2017:1917) add that leadership is defined in terms of how a leader changes 
the way people think and act and how well the leadership group performs its assigned function. 
In contemporary research, the focus is on the exploration of the behaviours that constitute 
effective leadership. This underpinned the emergence of leadership styles in the late 1970s 
(Jogulu, 2010:706).  
2.3 LEADERSHIP STYLES 
2.3.1 Authoritarian leadership 
Also known as autocratic leadership, it provides clear expectations of what needs to be done, 
when it should be done and how it should be done. There is a clear division between the 
leaders and the followers. Authoritarian leaders make decisions independently with little or no 
input from the rest of the group. Authoritarian leaders often tend to exert extensive control over 
the behaviour and actions of their subordinates. Sometimes subordinates may be disciplined 
before an attempt is made to determine the reason for their misconduct (Quible, 2005:187). 
 
2.3.1.1 Advantages of authoritarian leadership 
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Authoritarian leadership is beneficial when decisions need to be made quickly and without 
consulting a large group of people. It allows members of the group to focus on performing 
specific tasks without worrying about making complex decisions Roul (2012:229). Quible 
(2005:187) adds that autocratic leadership may be appropriate when dealing with the 
following: 
 An emergency situation; 
 A situation that requires an immediate decision; 
 A new employee who is unfamiliar with the tasks he or she is expected to perform; and 
 An insubordinate employee. 
2.3.1.2 Disadvantages of authoritarian leadership 
One of the disadvantages of authoritarian leadership include an abuse of power which may 
manifest in the leader being bossy, controlling and dictatorial. In addition, lack of contribution 
of ideas, suggestions and recommendations by group members may result in a lack of creative 
solutions (Roul, 2012:229). Quible (2005:187) argues that autocratic leaders tend to be 
inflexible, which is often the cause of subordinates’ resentment and over time, resentful 
employees may curtail their productivity to retaliate against their autocratic supervisor. 
2.3.1.3 Comments on authoritarian leadership 
Although there are no pitfalls, leaders can learn to identify elements of this style wisely. This 
style of leadership is effective in situations where the leader is very knowledgeable or has 
access to information that other members of the group do not (Roul, 2012:229). 
2.3.2 Democratic leadership 
Gonos and Gallo (2013:159) report that Lewin’s (1930) study found that democratic 
leadership, also known as participative leadership, is generally the most effective leadership 
style. Democratic leaders offer guidance to group members but they also participate in the 
group and allow input from other group members. Democratic leaders encourage group 
members to participate but they retain the final say over the decision-making process. Group 
members feel engaged in the process and are motivated and creative (Robbins et al., 
2009:292). Quible (2005:187) adds that democratic leaders acknowledge and use the ideas, 
suggestions and recommendations of their subordinates. The democratic leadership style 
allows the following: 
 Sufficient time available to permit subordinates to participate; 
 Subordinates have several concerns they wish to express and have solved; and  
 Problems confronting the group need to be solved. 
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2.3.2.1 Advantages of democratic leadership 
Under this leadership style, group members are encouraged to share their thoughts, which 
leads to better ideas and solutions that are more creative. Members feel committed and 
involved in projects, which makes them more likely to care for the results. This style of 
leadership is high in productivity (Jurgen, 2011:332-333). 
2.3.2.2 Disadvantages of democratic leadership 
Where roles are unclear or time is of the essence this style of leadership can lead to 
communication failure and uncompleted projects. Group members may not have the 
necessary knowledge or expertise to make a quality contribution to the decision-making 
process (Jurgen, 2011:332-333). 
2.3.2.3 Comments on democratic leadership 
Democratic leadership works best where members are skilled and eager to share their 
knowledge. Plenty of time is needed to allow members to contribute, develop a plan and then 
vote on the best course of action (Cherry, 2006; Kouzes & Posner, 2007:76). 
2.3.3 Laissez-faire leadership 
Laissez-Faire leadership offers little or no guidance to group members and leaves the 
decision-making up to group members. While this style can be effective in situations where 
group members are highly qualified in an area of expertise, it often leads to poorly defined 
roles and a lack of motivation. 
2.3.3.1 Advantages of laissez-faire leadership 
This style of leadership is effective where group members are highly skilled, motivated and 
capable of working on their own. It is a completely hands-off approach. The leader is still open 
and available to members for consultation and feedback (Chaudhry & Javed, 2012:259). 
Quible (2015:187) argues that leaders use this style in the belief that they will be more popular 
with subordinates and use it because they give subordinates considerable freedom and 
provide little assistance. 
2.3.3.2 Disadvantages of laissez-faire leadership 
Limsila and Ogunlana (2008:167) state that Laissez-faire leadership is not ideal in situations 
where group members lack knowledge or experience to complete a task and make their own 
decisions. 
2.3.3.3 Comments on laissez-faire leadership style 
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In situations where people are not able to set their own deadlines, manage their own projects 
and solve their own problems, projects can go off track and deadlines can be missed due to 
lack of guidance or feedback from leaders (Goodnight, 2011:820-822). 
2.3.4 Transformational leadership style 
Transformational leaders are people who emphasise work standards and have task-oriented 
aims (Jogulu, 2010:706). These leaders seek new ways of working, challenge the status quo 
and are less likely to accept conventional norms (Lee & Chang, 2007:173). Transformational 
leaders can enhance their followers’ innovativeness through motivation and intellectual 
stimulation (Lee & Chang, 2007:173). The intellectual stimulation encourages employees to 
use new approaches for solving old problems, to explore new ways of achieving the 
organisation’s mission and goals and to employ reasoning, rationality and evidence rather 
than unsupported opinions (Tabassi & Bakar, 2010:248).  
According to Yaghoubipoor, Tee and Ahmed (2013:15), the characteristics of transformational 
leadership are: 
2.3.4.1 Idealised influence charisma 
The leader is trusted and respected and maintains high moral standards. The followers seek 
to emulate this leader. Idealized influence can be attributed to the followers (Lai, 2011:3). 
2.3.4.2 Inspirational motivation  
Leaders behave in ways that motivate subordinates by providing meaning and challenge to 
their work. The spirit of the team is aroused while enthusiasm and optimism are displayed. 
The leader encourages subordinates to envision an attractive future state while 
communicating expectations and demonstrating a commitment to goals and shared vision 
(Quible, 2015:217). Quible (2015:217) adds that leaders who understand various theories of 
motivation can work more effectively with their subordinates than their counterparts. 
2.3.4.3 Intellectual stimulation 
Leaders stimulate their subordinates’ efforts to be innovative and creative by questioning 
assumptions, reframing problems and approaching old situations in new ways. The 
intellectually stimulating leader encourages subordinates to try new approaches but 
emphasizes rationality (Lai, 2011:3). 
 
2.3.4.4 Individual consideration 
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Leaders build a relationship with each individual, pay attention to each individual’s need for 
achievement and growth by acting as a coach or mentor, developing subordinates in a 
supportive climate to higher levels of potential. Individual differences in terms of needs and 
desires are recognized (Hogg, van Knippenberg & Rast, 2012:259). 
2.3.5 Transactional leadership style 
Transactional leaders communicate with their subordinates to explain how a task must be 
done and let them know that there will be rewards for a job done well (Erkutlu, 2008:710).  
Lee and Chang (2007:173) report the following characteristics of the transactional leadership 
style: 
2.3.5.1 Congruent reward 
Congruent reward is based on a bargaining exchange system in which the leader and 
subordinates together agree to achieve the organizational goals and the leader reward to 
them. Leaders must clarify the expectations and offer recognition when goals are achieved 
(Xiaoxia & Jing, 2006:13). 
2.3.5.2 Management by exception (Active) 
The leader specifies the standards for compliance, as well as what constitutes ineffective 
performance. The leader may punish subordinates for being not meeting those standards. 
This style of leadership implies close monitoring of employees for mistakes and errors and 
then taking quick corrective action (Hamidifar, 2009:46). 
2.3.5.3 Management by exception (Passive) 
Passive leaders avoid specifying agreements, clarifying expectations and standards to be 
achieved by subordinates but will intervene when specific problems become apparent. This 
style does not respond to situations and problems systematically (Hamidifar, 2009:46). 
An interdependent relationship exists between leadership styles and cultural underpinnings, 
which cannot be ignored or underestimated. There are explicit differences between cultures, 
particularly in terms of the values, attitudes and behaviours of individuals and this divergence 
has implications for leadership in organisations (Jogulu, 2010:706-707). 
 
 
2.4 COMPONENTS OF LEADERSHIP 
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Leadership is a complex management function. The following components of leadership can 
be identified, namely authority, power, influence, delegation, responsibility and accountability 
(Nolan, 2007:2). 
2.4.1 Authority 
Authority is the right of a leader to give orders and to demand action from subordinates (Nel, 
van Dyk, Haasbroek, Schultz, Sono & Werner, 2004:334-335). Ferreira et al. (2013:359) add 
that authority is delegation and should not be confused with power. These authors list the 
following forms of authority: 
 Inform authority: The subordinates inform the manager about possible alternative 
decisions and the manager has the authority to make the final decision. 
 Recommend authority: The subordinates may not implement the recommendation 
without the manager's approval. 
 Report authority: The subordinates must take a course of action. However, the 
subordinates must report the action to the manager. For example, nurses have the 
authority to alter medical records when the situation calls for it but must inform the doctor 
of the alteration. 
 Full authority: The subordinates may freely make decisions and act without the 
manager’s knowledge. However, the subordinates must consult the manager for advice. 
2.4.2 Power 
Power refers to the ability of a leader to influence the behaviour of others without necessarily 
using authority. According to Griffin (2011, cited by Ferreira et al., 2013:359), power and 
leadership go hand in hand and four kinds of power are identified by Yahaya, Taib, Ismail, 
Shariff, Yahaya, Boon and Hashim (2011:9640).  
2.4.2.1 Legitimate power 
Legitimate power refers to the authority that the organisation grants to a particular position. 
Legitimate power is therefore the same as authority (Abudi, 2011:1). Ferreira et al. (2013:359) 
add that by being appointed to a certain position one automatically gains legitimate power. 
2.4.2.2 Power of reward 
This is the power to give or withhold rewards, for example, salary increases, bonuses, 
promotion, praise and recognition or interesting job assignments (Smit, Cronje, Brevis & Vrba, 
2013:311). Ferreira et al. (2013:359) add that rewards are used by management to motivate 
and encourage certain behaviours in an organisation. 
2.4.2.3 Coercive power 
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Coercive power enforces compliance by fear, either psychological or physical (Lunenburg, 
2012:3). Ferreira et al. (2013:359) argue that coercive power is characterised by force. 
2.4.2.4 Referent power 
This refers to personal power and is a somewhat abstract concept. In this situation, 
subordinates follow their leader simply because they like, respect or identify with him or her 
(Goncalves, 2013:2). Ferreira et al. (2013:359) report that referent power is based on 
identification, imitation, loyalty or charisma and effective leaders use this type of power to 
influence and inspire others. 
2.4.2.5 Expert power 
This is power based on knowledge and expertise. A leader who possesses it has special 
power over those who need this knowledge or information (Abudi, 2011:1-3). Ferreira et al. 
(2013:359) argue that this type of power becomes effective when a manager with information 
shares it for the greater good of the organisation 
2.4.3 Influence 
Influence is the ability to apply authority and power in such a way that followers take action 
(Lunenburg, 2012:4-6). According to Griffin et al. (2014:406), influence is the ability to change 
the perceptions, beliefs, attitudes and motivation or behaviours of others. For example, for an 
organisation to achieve its goals, leadership is vital because it influences individuals and 
groups.  
2.4.4 Delegation 
At times leaders might pass their authority to subordinates to do something on their behalf 
(Nel et al., 2004:332-335). Ferreira et al. (2013:362) add that delegation is the process of 
assigning responsibilities to subordinates to achieve the set objectives. Ferreira et al. also 
state that when tasks are allocated to subordinates there should be the necessary authority 
and/or responsibilities but the manager must remain accountable for the delegation of tasks 
and should not be divorced from their tasks.  
2.4.5 Responsibility and accountability 
Leaders bear the responsibility for performing a task according to orders and they must 
account for their actions. Ferreira et al. (2013:359) state that responsibility is the obligation of 
subordinates to achieve objectives by performing assigned tasks. Smit et al. (2013:312) add 
that for the sake of good leadership and effective management of the organisation, the delicate 
balance between the different components of leadership must be maintained.  
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2.5 THE DIFFERENCE BETWEEN LEADERSHIP AND MANAGEMENT  
Leadership is different from management. They are two distinct and complementary sets of 
management activities. A person can be a manager, a leader, both or neither (Smit et al., 
2013:312). Hellriegel, Slocum, Jackson, Amos, Klopper, Louw, Louw, Oosthuizen, Perks, 
Staude and Zindiwe (2012:7) describe management as: 
...the process of getting things done effectively and efficiently, through and with other 
people. In other words, doing the right thing. The definition comprises the term process, 
which refers to the main activities that managers perform, namely planning, organising, 
leading and motivating. Effectiveness refers to those activities that will ensure an 
organisation achieves its goal, while efficiency refers to how a task is done, in other words, 
doing things right. 
The differences between management and leadership are depicted in Table 2.1. 
Table 2.1: Differences between management and leadership 
Activity Management  Leadership 
Creating an agenda Planning and budgeting. 
Establishing a detailed timetable 
and steps to achieve the 
needed result by allocating 
resources to make things or 
results happen. 
Establish direction by 
developing the vision and 
strategies to achieve that vision. 
Developing a human network 
for achieving the agenda 
By organising staffing, 
delegating responsibilities and 
authority for carrying out the 
plans, providing procedures and 
policies to help guide people 
and creating methods or 
systems to monitor 
implementation. 
Aligning people by 
communicating the direction to 
people and influencing them to 
create teams and coalitions that 
understand the vision and 
strategies. 
Executing plans Controlling and problem-solving. 
By monitoring results, check for 
deviations, plan and organise to 
solve these problems. 
Motivating and inspiring through 
encouraging people to 
overcome major political, 
bureaucratic and resource 
barriers. 
Outcome Produce a degree of 
predictability of major results to 
satisfy all stakeholders 
(customers) and always be on 
time. 
The potential to produce 
extremely useful changes, such 
as new products that customers 
want and new approaches to 
labour relations that help the 
business to achieve competitive 
advantages. 
Source: Kotter (cited by Griffin et al., 2014:407) 
2.6 LEADERSHIP CHARACTERISTICS OR TRAITS 
Ricketts (2009:1) opines that leaders are born, not made. This perception originated from an 
observation that many great leaders possessed something out of the ordinary. Some of these 
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traits included being very courageous, having initiative, having integrity, extraordinarily high 
intelligence or powers of perception, being sociable, humorous, alert, persistent and 
responsible (Ricketts, 2009:1). Robbins et al. (2009:281) indicate that these traits are 
important but it should be noted that individuals do not become leaders solely because they 
possess certain traits. The traits of the leader need to be relevant to the situation in which the 
leader is performing. According to Quible (2005:186), the role that leadership plays in a 
supervisory role can be examined by discussing the theories on leadership. 
2.7 TYPES OF THEORIES ON LEADERSHIP 
2.7.1 The Great Man theory 
The Great Man theory assumes that leadership capacity is inherent, that great leaders are 
born, not made. This theory often portrays leaders as heroic, mythic and destined to rise to 
leadership when needed. The term ‘great man’ was used because at the time, leadership was 
thought of primarily as a male quality, especially military leadership (Amanchukwu, Stanley & 
Ololube, 2015:8-9). 
2.7.2 Trait theory  
Similar in some ways to the great man theory, the trait theory assumes that people inherit 
certain qualities or traits that make them better suited to leadership. Trait theories often identify 
particular personality or behavioural characteristics that are shared by leaders. According to 
Ferreira et al. (2013:352) the traits of effective leadership are: 
 Intelligence; 
 Knowledge and expertise; 
 Ability to influence others; 
 Self-confidence; 
 High energy; 
 Tolerance of stress; 
 Integrity and honesty; and  
 Maturity. 
However, Ferreira et al. (2013:352) argue that these traits alone are not enough to ensure 
effective leadership because some effective leaders do not possess all these traits and some 
are less effective. 
2.7.3 Contingency theory 
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The contingency theory of leadership is contingent upon the internal and external situation. It 
depends on variables related to the environment that might determine which style of 
leadership is best suited for a particular work situation. According to this theory, no single 
leadership style is appropriate in all situations. Success depends on variables such as 
leadership style, qualities of followers and situational features (Ferreira et al., 2013:356) A 
contingency factor is thus any condition in any relevant environment to be considered when 
organising one of its elements (Amanchukwu et al., 2015:8). The contingency theory states 
that effective leadership depends on the degree of fit between a leader’s qualities and 
leadership style and that demanded by a specific situation (Lamb, 2013). In line with Ferreira 
et al. (2013:356), each situation has certain factors that affect the leadership styles of 
managers. Some of these factors include: 
 Expectation and behaviour of managers 
 Employee character trait 
 Tasks requirement; and 
 Organisation culture and policies. 
There are different types of contingency theories. 
2.7.3.1 Fiedler’s contingency theory of leadership  
This leadership theory is based on the assumption that, for lack of a single style, successful 
leadership depends on the match between the leader, the subordinate and the situation 
(Robbins & Judge, 2007:409). In other words, a leader’s effectiveness is determined by how 
well his or her style fits the situation. According to Nel et al. (2004:341), a manager can 
maintain this match by: 
 Understanding his or her style of leadership; 
 Analysing the situation to determine whether or not the style will be effective; and 
 Matching the style and the situation by changing the latter so that it is compatible with 
the style. 
 
2.7.3.2 Hersey and Blanchard’s leadership cycle model 
Luthans (2002:614) opines that Hersey and Blanchard’s leadership cycle model is a well-
known situational leadership model. The model illustrates that the most effective management 
style for a particular situation is determined by the maturity of the subordinate. The degree of 
maturity is illustrated in the four quadrants of Figure 2.1. 
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Figure 2.1: Hersey and Blanchard leadership cycle model 
Source: Slideshare.net. (2020a, Slide 42)  
 
2.7.3.3 The Vroom-Yetton-Jago model 
This situational leadership model recognises that task structures have varying demands for 
routine and non-routine activities (McShane & Von Glinow, 2001:442-447). The model is a 
decision tree incorporating 5 alternative leadership styles and 12 contingencies. The model is 
very complex to use, therefore not widely used by managers. 
2.7.3.4 House’s Path Goal Theory (1971) 
According to Luthans (2005:557-559), one of the most respected approaches to leadership is 
the path goal theory. The path goal theory was first introduced by Martin Evans in 1970 and 
then further developed by Robert House in 1971 (House, 1971:321).  
Figure 2.2 illustrates the path goal theory. The essence of this theory is that it is the leader’s 
job to assist his or her followers in attaining their goals and to provide the necessary direction 
and support to ensure that their goals are compatible with the overall mission and goals of the 
organisation (Ratyan & Mohd, 2013:2). Luthans (2005:557) states that the term ‘path goal’ is 
derived from the belief that effective leaders clarify the path to help their followers get from 
where they are to the achievement of their work goals. 
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Figure 2.2: The path goal theory 
Source: Slideshare.net. (2020b, Slide 39)  
 
2.7.4 Situational theory  
Situational leadership proposes that leaders choose the best course of action based upon 
situational conditions or circumstances. Different styles of leadership may be appropriate for 
different types of decision-making. For example, in a situation where the leader is expected to 
be the most knowledgeable and experienced member of a group, an authoritarian style of 
leadership might be most appropriate. In other instances, where group members are skilled 
experts and experts to be treated as such, a democratic style may be more effective (Ferreira 
et al., 2013:358). 
2.7.5 Behavioural theory 
Behavioural theories of leadership are based on the belief that great leaders are made, not 
born. This leadership theory focuses on the actions of leaders, not on intellectual qualities or 
internal states. According to the behavioural theory, people can learn to become leaders 
through training and observation (Ferreira et al., 2013:358). 
2.7.6 Participative theory 
The participative leadership theory suggests that the ideal leadership style is one that takes 
the input, recommendations and suggestions of others into account. Participative leaders 
encourage participation and contributions from the group members and help group members 
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to feel relevant and committed to the decision-making process. A manager who uses 
participative leadership rather than making all the decisions seeks to involve other people, 
thereby improving commitment and increasing collaboration, which leads to better quality 
decisions and a more successful business (Ferreira et al., 2013:359). 
2.7.7 Transactional/management theory 
Transactional theories, also known as management theories, focus on the role of supervision, 
organisation and group performance and the exchanges that take place between leaders and 
followers. This theory is a system of rewards and punishments (Amanchukwu et al., 2015:8). 
In other words, it holds the notion that a leader’s job is to create structures that make it 
abundantly clear what is expected of followers and the consequences associated with meeting 
or not meeting expectations (Lamb, 2013). When employees are successful, they are 
rewarded and when they fail, they are reprimanded or punished (Ferreira et al., 2013:359). 
Managerial or transactional theories are often linked to the concept and practice of 
management and continue to be an extremely common component of many leadership 
models and organisational structures (Ferreira et al., 2013:359). 
2.7.8 Relationship/transformational theory 
The relationship theory, also known as the transformational theory, focuses on the 
connections formed between leaders and followers. In this theory, leadership is the process 
by which a person engages with others and can create a connection that results in increased 
motivational morality in both followers and leaders. The relationship theory is often compared 
to the charismatic leadership theory in which leaders with certain qualities, such as confidence, 
extroversion and clearly stated values are seen as best able to motivate followers. 
Relationship or transformational leaders motivate and inspire people by helping group 
members see the importance and higher good of a task. These leaders are focused on the 
performance of group members and each person fulfilling his or her potential. Leaders of this 
style often have high ethical and moral standards (Charry, 2013; Ferreira et al., 2013:359). 
2.7.9 Skill theory 
This theory states that learned knowledge and acquired skills/abilities are significant factors 
in the practice of effective leadership. Skill theory by no means refuses to acknowledge the 
connection between inherited traits and the capacity to lead effectively but argues that learned 
skills, a developed style and acquired knowledge, are the real keys to leadership performance. 
A strong belief in skills theory often demands that considerable effort and resources be 
devoted to leadership training and development standards (Wolinski, 2010; Ferreira et al., 
2013:359; Charry, 2013). 
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2.8 CHAPTER SUMMARY 
This chapter discussed the leadership styles, their advantages and disadvantages, the 
components of leadership, leadership characteristics or traits, types of theories on leadership 
and the difference between leadership and management.  




FACTORS AFFECTING JOB SATISFACTION 
3.1 JOB SATISFACTION 
O’Leary et al. (2009:222-223) argue that job satisfaction is generally conceived as a feeling of 
fulfilment or enjoyment which people derive from their jobs and is positively related to 
employee health and job performance. Job satisfaction also indicates a good relationship with 
staff and colleagues, control of time off and adequate resources. According to Gunlu et al. 
(2009:694), to accomplish customer satisfaction, the job satisfaction of employees in the 
organisation is necessary. Employees who experience job satisfaction are likely to execute 
their duties well, leading to high performance and efficient service, which will directly increase 
the productivity of the organisation (Gunlu et al., 2009:694). Al-Ababneh and Lockwood 
(2007:3) state that managers are the core points of the service production and therefore, their 
impact on the employees is very important. If managers are not satisfied and not committed 
to the organisation, their effectiveness in managing an organisation is in question. 
There are three facets to job satisfaction (Gunlu et al., 2009:695), which can be classified as 
intrinsic, extrinsic and general reinforcement factors. To evaluate intrinsic job satisfaction, the 
key factors of achievement, responsibility, independence, creativity, security, self-
directiveness, authority, activity and ability utilisation must be addressed (Gunlu et al., 
2009:695). For extrinsic job satisfaction, the factors to consider are advancement, company 
policy, supervision-human and supervision-technical relations, compensation, and 
recognition. When intrinsic and extrinsic factors are summed up then general job satisfaction 
is formed (Gunlu et al., 2009:695). According to Toker (2011:156), most of the studies on 
employee job satisfaction have related to profit-making industrial and service organisations.  
There has been a growing feeling of wanting to know about job satisfaction of employees in 
HEIs. Toker (2011:156) further indicates that the reasons for this increasing interest are the 
reality that HEIs are labour intensive, their budgets are predominantly devoted to personnel 
and their effectiveness is largely dependent on their administrative and academic staff. 
3.2 DETERMINANTS OF JOB SATISFACTION 
According to Abdulla, Djebarni and Mellahi (2010:127-127), the literature on job satisfaction 
can be divided into two groups—the content perspective which approaches job satisfaction 
from the perspective of needs fulfilment, and the process perspective which emphasises the 
cognitive process leading to job satisfaction. Abdulla et al. (2010:127) indicate that these 
perspectives can be grouped into two broad categories namely demographic and 
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environmental factors, which play a role in determining employee job satisfaction. 
Demographic factors are attributes of an individual, such as age, race, gender, education level, 
cultural influences and work experience. Environmental factors are characteristics of the 
immediate job, task significance, autonomy and interaction with co-workers (Abdulla et al., 
2010:126). To study employee satisfaction, Sengupta (2011:103) recommends that the 
researcher should understand the demographic factors that lead to job satisfaction or job 
dissatisfaction. These demographic factors are gender, age, education level, years of 
experience before entering the work environment, job level and shift work.  
3.3 IMPACT OF DEMOGRAPHICS ON JOB SATISFACTION 
According to Sengupta (2011:115), the demographic impacts on job satisfaction include the 
following. 
3.3.1 Gender 
Gender is one of the demographic variables in job satisfaction. Significant research has 
examined the correlation between gender and job satisfaction. However, the results of the 
many studies are antithetical. Some research has found women to be more satisfied than 
men, while some have found men to be more satisfied than women (Westover, 2012:35). 
Westover (2012:14) was a pioneer in studying gender differences in job satisfaction and found 
some differences between men and women in the determinants of job satisfaction when 
considering job characteristics, family responsibilities and personal expectations. Job 
characteristics valued by women and men differ, indicating that women are significantly less 
likely to identify earnings as the most important aspect of a job, while men consider earnings 
and responsibility to be more important than women do (Konrad, Ritchie, Lieb & Corrigall, 
2000:594). However, most inquiries in this area reveal no differences between the sexes in 
relation to job satisfaction. 
3.3.2 Age 
According to Sengupta (2011:103), numerous studies suggest that a positive relationship 
exists between job satisfaction and age. Sarker, Crossman and Chinmeteepituck (2003:745) 
report that early studies focused intensively on the significant value of intrinsic and extrinsic 
motivation and rewards in satisfaction. However, limited studies exist on the impact of 
demographic and occupational variables. Sarker et al. (2003:745) further indicate that tenure 
and age need to be considered simultaneously for a better understanding of their effect on the 
level of job satisfaction. Rhodes (1983:328) states that there is a positive relationship between 
age and job satisfaction up to the age of 60. To improve the satisfaction level, it will be only 
partially successful because much depends on the age distribution of employees. Herzberg, 
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Mausner and Snyderman (1959) identified numerous attitudinal factors concerning job 
satisfaction and motivation. The motivators relate to the work itself and represent sources of 
satisfaction at work, such as achievement, recognition, job content, responsibility, 
advancement and growth. The hygiene factors relate to the work environment as a potential 
source of dissatisfaction, such as company policy and administration, supervision, salary, 
interpersonal relations, working conditions, status and security. Herzberg et al. (1959, cited by 
Clark, Oswald & Warr, 1996:57) further suggest that job satisfaction is U-shaped in age, with 
higher levels of morale among young workers, which declines after the novelty of employment 
wears off and boredom with the job sets in.  
3.3.3 Education 
A significant number of studies found that employee satisfaction differs with the level of 
education. There is a correlation between a person’s level of education and a person’s work-
related expectations in that rewards and responsibilities will change as the level of education 
increases (Sengupta, 2011:104).  
3.3.4 Tenure 
Tenure is the length of time that an individual remains in a specific job. Being in a job for only 
a short period could influence the individual’s intention to leave the organisation because job 
satisfaction and organisational commitment have not yet been formed (Wickramasinghe & 
Kumara, 2010:22). 
3.3.5 Marital status 
Numerous studies have examined the effect of marital status on job satisfaction levels. 
Wickramasinghe and Kumara (2010:22) found that there is a relationship between marital 
status and job satisfaction levels. They found that persons who had never been married, were 
remarried or widowed were less satisfied with their jobs than divorced and married people 
were. Wickramasinghe and Kumara also found marital status had a positive effect on working 
hours, which influenced employee attitude.  
3.4 FACTORS INFLUENCING JOB SATISFACTION 
According to Saif, Nawaz, Jan and Khan (2012:1383), a review of literature indicates that the 
factors that influence job satisfaction are pay, work environment and co-workers. Other 
scholars determine job satisfaction derived from attitude to the work, relationships with 
member employees, supervision, company strategy and support, salary, promotion and 
progress (Shah & Jalees, 2004:26). Luthans (2005:212) advocates that work, pay, promotion, 
supervision and co-workers are the major determinants of job satisfaction. 
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3.4.1 Work/job 
Jobs serve several functions. The financial function of work for generating goods and services 
is its most apparent value. Employees are paid salaries that enable the buying of food, clothes, 
refuge and other essentials of life. Work is the title of social prominence or satisfying the social 
desires of citizens (Saif et al., 2012:1383). Employees that carry out tasks that have high 
proficiency selection, independence, reaction and job significance skills have a greater level 
of job satisfaction than their counterparts who perform responsibilities that are low on those 
attributes. Expressiveness is found to relate positively to job satisfaction (Saif et al., 
2012:1383). Workers tend to choose jobs that allow them to employ their proficiencies and 
aptitudes and offer a diversity of tasks, autonomy and responses on how well they are doing 
(Malik, 2010:144). 
3.4.2 Pay  
Adequate salary structure is linked to job satisfaction (Saif et al., 2012:1384). Worker reward 
refers to all forms of pay or rewards available to the workforce and arising from the service 
(Dessler & Starke, 2004:410). Money or monetary incentives in the classic performance 
exemplar is based broadly on the abstract propositions of the reinforcement theory (Dessler 
& Starke, 2004:410). The reinforcement theory concentrates on the affiliation between the 
target behaviour and its consequences and is premised on the main beliefs and methods of 
organisational behaviour adjustment (Saif et al., 2012:1384). Organisational behaviour 
modifications are structures in which workers’ behaviours are recognised, measured and 
analysed in terms of their functional consequences and where interference is developed using 
values of reinforcement (Durant, Kramer, Perry, Mesch & Paarlberg, 2006:506). 
Compensation systems have an impact on the job satisfaction of both public and private sector 
workers (Getahun, Sims & Hummer, 2007:8). 
3.4.3 Supervision 
The outcomes of the affiliation between organisational factors and job satisfaction are that the 
greater the perception of people’s orientation in supervisory style the greater the job 
satisfaction (Saif et al., 2012:1384). A worker’s job satisfaction is linked to supervisor 
personality (Saif et al., 2012:1384). Malik (2010:144) states that a superior’s attitude to 
employees plays an important role in promoting self-confidence and hence productivity. For 
example, the greatest impact on self-esteem is caused by the supervisor’s reactions to ideas 
that an employee proposes. 
3.4.4 Promotion  
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In relation to opportunities for upgrading, Luthan (2005:212) asserts that fair upgrading policies 
and practices provide chances for personal development, more tasks and increased social 
conditions. Luthan adds that when a person gets fair upgrading, which is usually his true 
evaluation, he gets a type of acknowledgement and hence job satisfaction and organisational 
commitment are increased. Mustapha and Zakaria (2013:20) conducted a study on the 
influence of promotion opportunities on job satisfaction among academic staff. The main 
objective of the study was to determine the relationship between promotion opportunities and 
job satisfaction among lecturers. The result indicated that there is a significant relationship 
between promotion and job satisfaction. In line with Luthan (2005:212) and Mustapha and 
Zakaria (2013:20), Ssegawa (2014:14) argues that if organisations provide employees with 
skills and resources, employees will be satisfied and motivated, hence a direct correlation 
between promotion and job satisfaction. 
3.4.5 Co-workers 
Saif et al. (2012:1384) state that the job satisfaction of an individual worker stems from the 
employee’s own sense of job satisfaction in combination with the collective job satisfaction of 
co-workers. Social relations with fellow employees and the supervisor are important 
determinants of an individual’s job satisfaction (Bull, 2005:38). An employee’s happiness is 
strongly associated with the content of their job and their association with colleagues and 
supervisors (Hiroyuki, Kato & Ohashi, 2007). However, there is a potentially negative aspect 
to creating a strong group culture as it can influence the way the group thinks. This can lead 
to behaviour that is harmful to performance, such as dishonesty or lack of ability and has been 
at the heart of some major public administration failures (Sabri, Ilyas & Amjad, 2011:123). 
3.4.6 Work environment  
Job satisfaction of civic workers depends more on environmental factors rather than on an 
individual’s own characteristics, thereby demanding a better worker atmosphere fit (Tella, 
Ayeni & Popoola, 2007:5). Tsigilis, Zachopoulou and Grammatikopoulos (2006:258) show that 
poor work situations negatively affect job satisfaction. Job satisfaction is frequently determined 
by how well results meet or exceed expectations (Rehman, Gujjar, Khan & Iqbal, 2009:49), 
such as the policies and practices of an institution persuade motivation and satisfaction 
indirectly (Rehman et al., 2009:61). Therefore, the work environment is measured as one of 
the most significant job satisfaction factors. It is also broader in its sense as it is made of both 
visible and invisible variables (Bodla & Naeem, 2008:148). 
3.5 ANTECEDENTS OF JOB SATISFACTION 
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Crede, Chernyshenko, Stark, Dalal and Bashur (2007:517) state that antecedents of job 
satisfaction as presented here rely both on how job satisfaction has been denied and an 
acknowledgement that an employee’s experience or his/her job is influenced by multiple 
interrelated factors. 
3.5.1 Economic/macro-environmental factors 
The relationship of job satisfaction to environmental factors has largely focused on external 
economic conditions such as available job opportunities and standard of living in the area 
(Crede et al., 2007:517). The Cornell Model of job attitudes (Smith, Kendall & Hulin, 1969) 
proposes that employees use a frame of reference such as the availability of potentially 
satisfying alternative employment to evaluate their current jobs. Consequently, employees will 
rate their jobs more favourably towards their organisation in times of economic hardship than 
during times of plenty. This opportunity cost model is supported by studies finding a negative 
correlation between job satisfaction and local economic conditions (Crede et al., 2007:517). 
3.5.2 Objective characteristics of the job 
The approach that perhaps best links job satisfaction to the objective nature of the work 
environment is the job characteristics model. Hackman and Oldham (1980) use five specific 
descriptors to describe jobs that are likely to be satisfying—skill variety, task significance, task 
identity autonomy and feedback (Judge & Klinger, 2007:399). 
3.5.3 Reactions to workplace events 
Job events have been linked to lower levels of job satisfaction, including job incivility, stressful 
events, favouritism, workplace discrimination and sexual harassment (Tella et al., 2007:13). 
The perception of unjust workplace outcomes and events, such as unfair procedures or unfair 
outcomes, has also been linked to lower levels of job satisfaction with a recent meta-analysis 
reporting correlations between job satisfaction and distributive, procedural, interpersonal and 
informational justice (Tsigilis et al., 2006:257). Employees blame the organisation for negative 
events that occur in the workplace and subsequently have a perception that the organisation 
does not care about employees’ welfare, thereby reducing job satisfaction. These events, 
whether perceived as discrimination, harassment or injustice, are accompanied by short-term 
negative affective reactions that not only lower job satisfaction but also on-the-job behaviour. 
Similarly, positive events result in increased levels of job satisfaction (Rehman et al., 2009:50). 
3.5.4 Dispositional influences 
The dispositional approach to job satisfaction focuses on the role of enduring traits in 
determining job satisfaction. The assumption here is that individuals are predisposed to 
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evaluate their job in either a positive or negative manner, irrespective of the objective nature 
of the job (Crede et al., 2007:517). More specifically, it may be that individuals with high levels 
of negative affect are better able to recall the negative aspects of a job or task and therefore 
self-report higher levels of dissatisfaction. This assumption has found strong empirical 
support, with job satisfaction exhibiting strong relationships with trait effect (Judge & Klinger, 
2007:401). 
3.6 DIFFERENCE BETWEEN EMPLOYEE SATISFACTION AND JOB 
 SATISFACTION 
According to Sengupta (2011:115), it is important to differentiate between employee 
satisfaction and job satisfaction. Job satisfaction is an element of employee satisfaction. 
Employee satisfaction includes elements such as: 
 Extensive satisfaction with the working conditions, working time and recognition by the 
company; 
 Satisfaction with remuneration, organisational culture, praise, promotion, education and 
permanency of the job; and 
 A sense of loyalty, in that satisfied employees put the interests of the organisation first 
and are likely to remain in the organisation rather than seeking alternative employment 
opportunities. 
 
3.7 CONSEQUENCES OF JOB SATISFACTION 
3.7.1 Organisational citizenship behaviour 
This refers to behaviours that are intended to help co-workers, the supervisor or the 
organisation and include acts such as assisting co-workers, trying to improve workplace 
morale, suggesting improvements in the functioning of the organisation, volunteering for work 
that is not part of the job description and speaking highly of the organisation to outsiders 
(Mohammad, Habib & Mohmad, 2011:152). 
3.7.2 Citizen behaviour directed towards individuals 
This refers to the behaviours that immediately benefit specific individuals within an 
organisation, thereby contributing indirectly to organisational effectiveness (Jahangir, Akbar & 
Haq, 2004:76-77). 
3.7.3 Citizen behaviour directed towards the organisation 
This includes behaviours benefiting the organisation without actions aimed specifically toward 
any organisational member or members (Jahangir et al., 2004:76-77) 
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3.7.4 Counter-productive workplace behaviour 
Counter productivity is defined as intentional behaviours viewed by the organisation as 
contrary to its legitimate interests. Counterproductive workplace behaviour is likely to be 
initiated by employees who are not satisfied in their workplace. Significant relationships have 
been noted between job satisfaction and dimensions or counter-productivity such as poor 
quality of work, drug use and misuse of time and resources (Qui & Peschek, 2012:22-23). 
3.7.5 Job withdrawal behaviour 
Job satisfaction is linked to both job withdrawal behaviours and work withdrawal behaviours. 
Employees with low levels of job satisfaction are more likely to quit their jobs, have the 
intention to quit or engage in a job search. Low job satisfaction is also linked to work withdrawal 
behaviours such as leaving work early, arriving at work late and absenteeism (Falkenburg & 
Schyns, 2007:709).  
3.8 THEORIES OF JOB SATISFACTION  
According to Saif et al. (2012:1384), there is nothing as practical as a good theory. A theory 
is a systematic grouping of interdependent concepts and principles resulting in a framework 
that ties together a significant area of knowledge (Weihrich & Koontz, 1999:13). More 
precisely, a theory identifies important variables and links them to form ‘’tentative propositions” 
that can be tested through research (Newstrom, 2007:6). 
Saif et al. (2012:1384) state that job satisfaction theories are commonly grouped according to 
the nature of theories or their chronological appearance. Content theories include Maslow’s 
needs hierarchy, Herzberg’s two-factor theory (Theory X and Theory Y), Alderfer’s ERG theory 
and McClelland’s theory of needs. Process theories include behaviour modification, cognitive 
evaluation theory, goal-setting theory, reinforcement theory, expectancy theory and equity 
theory (Shajahan & Shajahan, 2004:90-99). 
Luthans (2005:240-241)mentions content theories, such as Maslow’s needs hierarchy, two-
factor and ERG, process theories such as the expectancy theory and Porter and Lawler’s 
model, and contemporary theories such as equity, control and agency theories. Robbins and 
Coulter (2005:53) categorize the theories chronologically, earlier theories being Maslow’s 
hierarchy of needs theory, Theory X and Y, the two-factor theory. Contemporary theories 
include McClelland’s theory of needs, the goal-setting theory, the reinforcement theory, the 
job design theory (job characteristics model), the equity theory and the expectancy theory. 
However, it is notable that content and process theories have become standard classification. 
3.8.1 Content theories 
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Content theories centre on the needs, drives and incentives/goals and their prioritization by 
the individual to get satisfaction (Luthans, 2005:240). Experts have listed biological, 
psychological, social and higher-level needs of human beings. Interestingly, almost all the 
researchers categorise these needs into primary, secondary and high-level employee 
requirements, which need to be fulfilled if the worker is to be motivated and satisfied. The 
following are the most well-known content theories that are widely used by management (Saif 
et al., 2012:1385). 
3.8.1.2 Maslow’s theory of motivation/satisfaction (1943) 
Maslow’s hierarchy of needs is the most widely known theory of motivation and satisfaction 
(Kaur, 2013:1061). Building on human psychology and clinical experiences, Maslow argued 
that individual motivational needs could be ordered as in a hierarchy. Some needs take 
precedence over others. Once a need is satisfied, it no longer motivates the person (Luthan, 
2005:240). Maslow (1943:370) identified five levels of needs: 
 Physical needs (drink, air, shelter, sleep, sex); 
 Safety needs (police, schools, business, medical care and physical protection); 
 Social (friendship, family and work); 
 Esteem/achievement needs (prestige given by others); and  
 Self-actualisation (Seeking personal growth and self-fulfillment). 
 
An individual’s needs are influenced by the importance attached to various needs and the 
level to which an individual wants to fulfil these needs (Karimi, 2008:90). Saif et al., 2012:1386) 
indicate that Maslow’s theory of the hierarchy of needs was the first motivation theory that laid 
the foundation for the theories of job satisfaction. This theory serves as a good start from 
which researchers can explore the problem of job satisfaction in different work situations (Saif 
et al., 2012:1386). 
3.8.1.3 Organisational/managerial applications 
The greatest value of Maslow’s hierarchy of needs theory lies in the practical implications it 
has for management and organisations (Kaur, 2013:1062). The rationale behind the theory is 
that it can suggest to managers how they can make their employees or subordinates self-
actualised. This is because self-actualised employees are likely to work at their maximum 
creative potential. Therefore, it is important to make employees achieve this state by helping 
them to meet their needs. Organisations can implement the following strategies to attain this 
stage: 
40 
 Recognise employees’ accomplishments: Recognising employees’ accomplishments is 
an important way to make them satisfy their esteem needs. This could take the form of 
awards but it should be noted that according to Kaur (2013:1063), awards are effective 
at enhancing esteem only when they are linked to desired behaviours. Awards that are 
too general fail to meet this specification. 
 Provide financial security: financial security is an important type of safety need. 
Organisations should motivate their employees’ needs to make them financially secure 
by involving them in profit-sharing in the organisation. 
 Provide opportunities to socialise: socialisation is one of the factors that encourage 
employees to feel the spirit of working as a team. When employees work as a team, they 
tend to increase their performance. 
 Promote a healthy workforce: companies can help their employees’ physiological needs 
by providing incentives to keep them healthy both physically and mentally. 
 
3.8.1.4 Herzberg’s two-factor theory (1959) 
Herzberg conducted a motivational study in which he interviewed 200 accountants and 
engineers. He used the critical incident method of data collection with two questions: a) when 
you feel particularly good about your job, what makes you feel good? and b) when you feel 
exceptionally bad about your job, what is the reason? Recording these good and bad feelings, 
Herzberg argued that there are job-satisfiers (motivators) related to job content and job-
dissatisfiers (hygiene factors) concerned with job context. Motivators include achievement, 
recognition, work itself, responsibility and advancement. The hygiene factors do not motivate 
or satisfy but rather prevent dissatisfaction. These factors are contextual, such as company 
policy, administration, supervision, salary, interpersonal relations and working conditions 
(Herzberg et al., 1959). 
Saif et al. (2012:1386) indicate that Herzberg’s theory is the most useful model in studying job 
satisfaction. For instance, Karimi (2008:100) found that it helped to understand job satisfaction 
in educational settings. Getahun et al. (2007:8) add that others have used it as a theoretical 
framework for assessing police officers’ job satisfaction. However, a review of literature 
revealed criticisms of the motivator-hygiene theory (Karimi, 2008:91). For example, the theory 
ignores individual differences and wrongfully assumes that all employees react similarly to the 
changes in motivators and hygiene factors (Wikipedia, 2009: online). 
3.8.1.5 McGregor’sTheory X and Theory Y (1960) 
After observing and understanding how managers handle employees, McGregor (1960) 
proposed that the manager’s view about the nature of human being is founded on a group 
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assumptions and that managers change their behaviour toward their subordinates according 
to these assumptions about different employees (Robbins, 1998:170). 
Assumptions of Theory X (negative view of human beings): 
 Human beings have an inherent dislike of work and avoid it if possible. 
 Due to this behaviour, people must be forced, commanded, directed and threatened with 
penalties to make them work. 
 They prefer to be directed, avoid responsibility, have little ambition and want security 
(Weihrich & Koontz, 1999:466). 
Assumptions of Theory Y (positive view of human beings) 
 Physical and mental effort in work is as natural as play and rest. 
 External control and threats are not the only means of producing effort. People can 
practise self-direction and self-control in achieving objectives. 
 The degree of commitment to objectives is determined by the size of the reward attached 
to achievement. 
 Under proper conditions, human beings learn and not only accept responsibility but also 
seek it (Weihrich & Koontz, 1999:467). 
3.8.1.6 McClelland’s Needs Achievement Theory (1961)  
McClelland (1961) postulates that some people have a compelling drive to succeed and 
therefore strive for personal achievement rather than the rewards of success themselves. 
They have the desire to perform better than before, therefore they like challenging jobs and 
behave as high achievers (Shajahan & Shajahan, 2004:95). This theory focuses on the 
achievement motive, hence it is called the achievement theory but it is founded on the 
following achievement, power and affiliation motives: 
 Achievement: this is the drive to excel and achieve beyond the standards of success. 
 Power: refers to the desire to have an impact, to be influential and to control others 
(Robbins & Coulter, 2005:53; Shajahan & Shajahan, 2004:95). 
 Affiliation: is the desire for having friendly and close interpersonal relationships 
(Shajahan & Shajahan, 2004:95). Those with high affiliation prefer cooperative rather 
than competitive situations (Robbins & Coulter 2005:53). 
 
3.8.1.7 Alderfer’s ERG Theory (1969) 
Alderfer (1969) explored Maslow’s theory and linked it with practical research. He regrouped 
Maslow’s list of needs into three classes of needs: Existence, relatedness and growth, thereby 
calling it ERG theory. His classification absorbs Maslow’s division of needs into existence 
(physiological and security needs), relatedness (social and esteem needs) and growth (self-
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actualisation) (Saif et al., 2012:1388). Alderfer suggests a continuum of needs rather than 
hierarchical levels or two factors of needs. Unlike Maslow and Herzberg, Alderfer does not 
suggest that a low-level need must be fulfilled before a high-level need becomes motivating 
or that deprivation is the only way to activate a need (Luthans, 2005:244). 
3.8.2 Process theories 
Process theories try to explain how the motivation takes place. Similarly, the concept of 
expectancy from cognitive theory plays a dominant role in the process theories of job 
satisfaction (Luthan, 2005:246). This theory strives to explain how the needs and goals are 
fulfilled and accepted cognitively (Durant et al., 2006:507). Several process-based theories 
have been suggested and some of these theories have been used by researchers as 
hypotheses, tested and found thought-provoking.  
The following are well-known theoretical models for process motivation (Durant et al., 
2006:508). 
3.8.2.1 Adam’s Equity Theory (1963) 
Adams' Equity Theory is the balance between the effort an employee puts into their work 
(input—hard work, skill level, acceptance, enthusiasm) and the result they get in return 
(output—salary, benefits, intangibles such as recognition). This ratio is then compared with 
the input-output ratio of other workers and if this ratio is equal to that of the others, a state of 
equity is said to exist (Robbins & Coulter, 2005:58). The equity theory has been studied 
extensively over the past few decades under the title of distributive justice (Yusof & Shamsuri, 
2006:54). It was found that rewards increase employee satisfaction only when these rewards 
are valued and perceived as equitable by the employees (Durant et al., 2006:511). 
3.8.2.2 Vroom’s Expectancy Theory (1964) 
According to Vroom (1964), people are motivated to work to achieve anticipated results and 
what they do will help them in achieving their goals (Saif et al., 2012:1389). Vroom’s theory is 
based on three major variables, motivated by anticipated results or consequences. 
 Valence; 
 Expectancy; and 
 Instrumentality. 
Valence is the strength of an individual’s values and his/her personal needs for a particular 
output. Expectancy is what employees expect from their efforts and the probability that a 
particular effort will lead to good performance. Instrumentality is the degree to which an 
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employee’s performance is good enough to achieve the desired result. For example, a person 
can be motivated toward better performance to realize promotion (Luthans, 2005:247). 
The expectancy theory recognizes the importance of various individual needs and motivations 
(Weihrich & Koontz, 1999:471). It suggests that rewards used to influence employee 
behaviour must be valued by individuals (Durant et al., 2006:508). Therefore, this theory is 
considered the most comprehensive theory of motivation and job satisfaction (Robbins & 
Coulter, 2005:60). It explains that motivation is a product of these factors—how much a reward 
is wanted (valence), the estimate of probability that effort will lead to the successful 
performance and the estimate that performance will result in getting the reward 
(instrumentality) (Newstrom, 2007:115). 
3.8.2.3 Porter-Lawler Expectancy Theory Model (1968) 
This model is a very popular explanation of the job satisfaction process. Porter and Lawler 
(1968b) stress that effort does not lead directly to performance. Rather, it is moderated by the 
abilities and traits and the role perceptions of an employee. Furthermore, satisfaction is not 
dependent on performance but is determined by the probability of receiving fair rewards 
(Weihrich & Koontz, 1999:473). The Porter-Lawler model suggests that motivation is affected 
by several interrelated cognitive factors, such as motivation results from the perceived effort-
reward probability. However, before this effort is translated into performance, the abilities and 
traits and role perceptions of employees on the efforts used for performance are considered. 
Furthermore, it is the perceived equitable rewards that determine the job satisfaction of the 
workforce (Luthans, 2005:249). 
3.8.2.4 Locke’s Goal-Setting Theory (1968) 
Locke (1968) asserted that intentions could be a major source of motivation and satisfaction 
(Saif et al., 2012:1390). Some specific goals lead to increased performance, for example, 
difficult goals lead to higher performance than easy goals and feedback triggers higher 
performance than no feedback. Likewise, specific hard goals produce a higher level of output 
than generalised goals of ‘do your best’ (Saif et al., 2012:1390). Furthermore, people will do 
better when they are motivated by well-defined goals and feedback as feedback identifies 
discrepancies between what have they done and what they want to do. All the studies that 
tested the goal-setting theory demonstrated that challenging goals with feedback is a 
motivating force (Robbins & Coulter, 2005:54). In it, he demonstrated that employees are 
motivated by clear, well-defined goals and feedback and that a little workplace challenge is no 
bad 
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The goal-setting theory on employee motivation is essentially linked to high performance and 
has been well researched globally. For example, it has been applied to the study of more than 
40 000 participants’ performance in well over 100 different tasks in eight countries in both 
laboratory and field settings (Durant et al., 2006:506). The goal-setting theory suggests that 
difficult goals demand focus on problems, an increased sense of goal importance and 
encouraging persistence to achieve the goals. The goal-setting theory can be combined with 
cognitive theories to better understand the phenomena, for example, the employees’ mindset 
and perception that they are successfully contributing to meaningful work and therefore foster 
enhanced work motivation (Moynihan & Pandey, 2007). 
3.8.2.5 Hackman and Oldham’s Job Characteristics Theory (1975) 
Job characteristics are based on the idea that the job itself is key to employee motivation. 
Hackman and Oldham’s original 1975 job characteristics theory was revised in 1980 
(Hackman & Oldham, 1980). Their original formulation of the job characteristics theory stated 
that the outcomes of job redesign were influenced by several moderators. These moderators 
include the differences to which various employees desire personal or psychological progress 
(Durant et al., 2006:505). The clarity of tasks leads to greater job satisfaction because greater 
role clarity creates a workforce that is more satisfied, committed and involved in work 
(Moynihan & Pandey, 2007:14-15). 
Jobs that are rich in motivating characteristics trigger psychological states, which in turn 
increase the likelihood of desired outcomes. For example, the significance of a task can ignite 
a sense of meaningfulness of work that leads to effective performance (Durant et al., 
2006:508). More precisely, the model states five core job characteristics impact three critical 
psychological states (experienced meaningfulness, experienced responsibility for outcomes 
and knowledge of the actual results) which in turn influence work outcomes (job satisfaction, 
absenteeism, work motivation) (Wikipedia, 2009). The five core job characteristics are: 
 Skill variety: skill variety describes the varieties of skills, abilities or talents necessary to 
complete the job. These activities should not only be different but they also need to be 
distinct enough to require different skills. 
 Task identity: task identity defines the extent of what is needed to complete the whole 
job 
 Task significance: task significance refers to the importance of the job and how the job 
has changed the lives of people, their environment and the external environment. 
 Autonomy: autonomy is the degree to which the jobholder is free to schedule the pace 
of his or her work and determine the procedures to be used. 
45 
 Feedback: feedback is the information employees receive about the effectiveness of 
their performance. Feedback not only refers to supervisory feedback but also the ability 
to observe the results of one’s own work. 
These core dimensions are associated sufficiently great with job satisfaction and high 
employee motivation. Hackman and Oldham’s model claims that attention to these five job 
characteristics produces three critical psychological states (Tosi, Werner, Katz & Gomez-
Mejia, 2000:135-136): 
 Meaningfulness of work: this results from belief in the intrinsic value/meaning of the job. 
For example, teachers may experience meaningfulness of work, even in difficult working 
conditions because of the conviction that their efforts make a difference in the lives of 
their pupils. 
 Responsibility for outcomes of work: job efforts are perceived as causally linked to the 
results of the work. 
 Knowledge of work activities, which can be qualified as feedback. The employee can 
judge the quality of his/her performance. 
According to the model, different job dimensions contribute to different psychological states. 
Job meaningfulness focuses on mechanisms and processes such as skills variety, task 
identity and task significance. Experienced responsibility is a function of autonomy and 
knowledge of results is dependent on feedback. The psychological state that receives the 
most attention in Hackman and Oldham’s study is the meaningfulness of work (Vanden 
Berghe, 2011:18) 
According to Vanden Berghe (2011:18), the presence of these critical states can in turn 
increase the probability of positive work outcomes, especially for employees with a high 
growth-need. The positive work outcomes are:  
 High internal work motivation: motivation is caused by the work itself; 
 High-quality performance: this results from the meaningfulness of work, however, quality 
does not necessarily imply quantity; 
 High job satisfaction; and 
 Low absenteeism and turnover. 
 
3.8.14 The employee job satisfaction model of Higher Education  
Employee satisfaction reflects the feeling of fulfilment that people’s needs and desires are met 
and the extent to which this is positively related to other employees, employee health and job 
performance (Masalesa, 2016:58). This employee satisfaction model was designed by Chen, 
Yang, Shiau and Wang (2006:492). 
46 
 
Figure 3.1: The employee satisfaction model for the Higher Education sector 
Source: Chen et al., 2006:492 
 
3.9 SYNTHESISING THE DIVERSITY OF THEORIES 
Saif et al. (2012:1391) report that one of the errors when using theoretical frameworks is the 
tendency to overlook the need for compromising or blending, while there is little doubt that the 
ability to compromise with the least undesired consequences is the essence of art (Koontz & 
O’Donnell, 1972:7). The role of theory is to provide a means of classifying significant and 
pertinent knowledge (Weihrich & Koontz, 1999:13). Several motivational models are available, 
all having strengths and weaknesses, as well as advocates and critics. No model is perfect 
but each of them adds something to understanding the motivational and satisfaction process. 
While new models are emerging, there are also efforts to integrate the existing approaches 
(Moyhihan & Pandey, 2007:5; Newstrom, 2007:122 ). 
3.10 JOB SATISFACTION AS A FUNCTION OF OTHER PEOPLE 
According to the social information processing model, job satisfaction is susceptible to the 
influence of others in the workplace. People are inclined to observe and copy the attitudes and 
behaviours of colleagues with similar jobs and interests and of superiors who are perceived 
as powerful and successful (Vanden Berghe, 2011:19). 
3.10.1 Direct influence by others 
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Vanden Berghe (2011:19) identifies the positive correlations between behaviour exhibited by 
leaders and job satisfaction. Weiss (1978:41) reports great similarity in the values of 
employees and supervisors when the latter treat their subordinates with consideration. 
3.10.2 Indirect influence by others 
According to Bernanthos (2018:242), leadership is a person’s ability to influence others to 
achieve the goal set. Bernanthos adds that “motivational leadership has an indirect positive 
and significant impact on employees performance through job satisfaction”. In a related study, 
DeWayne (2005:35) found a strong, negative correlation between person-organisation fit and 
turnover. This finding indirectly indicates that a lack of correspondence between an employee 
and the culture of a company will most likely lead to lower job satisfaction. However, the 
researcher believes that sometimes the best way to influence a target person or group is to 
indirectly influence someone who is in a better position to influence the target person. 
3.11 CHAPTER SUMMARY 
This chapter highlighted leadership styles, job satisfaction, determinants of job satisfaction, 
the impact of demographics on job satisfaction, cultural impact on job satisfaction, factors of 
job satisfaction. Furthermore, the chapter discussed antecedents of job satisfaction, the 
difference between employee satisfaction and job satisfaction, consequences of job 
satisfaction, theories of job satisfaction, synthesizing the diversity of theories and job 
satisfaction as a function of other people.  
The next chapter discusses the relationship between leadership styles and job satisfaction.   
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CHAPTER FOUR: 
RELATIONSHIPS BETWEEN LEADERSHIP STYLES AND JOB 
SATISFACTION 
4.1 INTRODUCTION 
Chapter Three focused on the factors that affect job satisfaction. This chapter focuses on the 
connection between leadership styles and job satisfaction. There are many definitions of 
leaders in the literature. According to Govender, Garbharran and Loganathan (2013:391), a 
leader is a change-agent that influences subordinates to achieve anticipated goals. In other 
words, the attainment of set objectives and goals of an organisation with a high level of 
effectiveness and efficiency is the input of humans who are in most cases influenced by 
leaders and the types of leadership involved. Similarly, Chandrasekara (2019:386) defines 
leadership as: 
A process that involves outline organisation vision, selling the vision to members, 
furnishing the members with knowledge, skills and knowledge to actualise the vision.  
Leadership is simple the act of influencing others to direct their determination and abilities to 
the achievement of organisational goals. Effective leadership is the ability to provide the vision 
and necessary motivation to a group of people or team to ensure they work together toward 
the same goals. Based on the above description of leadership, it is clear that leadership plays 
a very important role in determining the success and failure of an organisation. In recent years, 
leadership styles and job satisfaction has been defined in literature. Chandrasekara 
(2019:388) defines job satisfaction as, “the expression of pleasure or agreement of the 
workers related to their jobs”. The author adds that job satisfaction includes benefits, pay, work 
conditions, promotions, organisational practices and relations with co-workers. Employee job 
satisfaction is further influenced by pension pay, fringe benefits, success, dependency, 
appreciation, working conditions, job security and work flexibility.  
This chapter is structured in addressing the connections between the following leadership 
styles and job satisfaction: 
 Democratic;  
 Authoritarian; 
 Laissez-faire; 




4.2 RELATIONSHIP BETWEEN DEMOCRATIC LEADERSHIP STYLE AND 
 JOB SATISFACTION  
As stated by Afshinpour (2014:168) and Kelali and Narula (2017:1), a connection exists 
between democratic leadership styles and employee job satisfaction. Leaders have a 
significant impact on performance and growth in general. Afshinpour (2014:169) emphasises 
the correlation in that democratic leaders make extensive use of the ideas, suggestions and 
recommendations of subordinates. Leaders are likely to be tolerant of their subordinates’ 
mistakes. Afshinpour adds that the democratic leadership style leads to employee 
engagement, which in turn leads to superior employee performance in the organisation. In 
other words, democratic leadership involves decentralisation of decision-making and it is 
shared by subordinates 
Given that leaders are often not specialists in all fields, listening to others before decisions are 
reached in this way is more effective and precise. Dike and Madubueze (2019:130) share 
similar views, that in an organisation, democratic leaders guide participants and acknowledge 
their input in the group when making decisions and solving problems. Based on the above 
statement, the researcher describes democratic leadership as one whereby decision-making 
is decentralised and shared by subordinates. Democratic leadership styles focus more on 
people and have greater interaction within the group. The leader is more part of the group and 
functions are shared among members.  
Dike and Madubueze’s (2019:136) study focused on the effect of leadership styles on job 
satisfaction, with the objective of creating efficiency in an organisation. The study established 
a positive relationship between the application of a democratic relationship and the 
performance of employees. It was concluded that high employee satisfaction will be achieved 
when the leader involves employees in decision-making through constant consultation. The 
researcher recommends that a leader in any organisation should apply a democratic style to 
get input from employees when making decisions that affect employees as well as the 
organisation in general. 
In a related study, Jerome (2018) stressed the connection between leadership styles and job 
satisfaction. Jerome (2018) opined that democratic leadership styles focus more on the power 
in a group as a whole, there is better communication with members and members contribute 
to making decisions. Because of high participation, the level of creativity and innovativeness 
of employees increases. Jerome adds that democratic leadership builds a sense of 
responsibility in the employees simply because they are involved in the making of decisions. 
The findings revealed a positive connection between democratic leadership style and job 
satisfaction. 
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Furthermore, Dolly and Nonyelum’s (2018:232) study on academic libraries in Port Harcourt, 
Nigeria revealed that democratic leadership has a constructive impact on the job performance 
of subordinates because it results in high productivity and respondents showed a high degree 
of job satisfaction. The researcher recommends that academic HODs should be encouraged 
to adopt a democratic leadership style since it yielded improved performance of subordinates 
and users’ satisfaction with the service of the libraries. 
4.3 RELATIONSHIP BETWEEN AUTOCRATIC LEADERSHIP STYLE AND 
 JOB SATISFACTION 
According to Quible (2005:187), autocratic leadership allows members of a group to focus on 
the group performing tasks without worrying about suggested ideas or recommendations on 
complex decisions. Authoritarian leaders reach resolution independently and do not allow the 
rest of the group to act as they wish. Autocratic decisions may be appropriate when dealing 
with an emergency, a situation that requires an immediate decision, or when new employees 
are unfamiliar with the tasks he or she is expected to perform. Roul (2012:229) argues that 
although authoritarian leadership is often characterised by abuse of power and may lead to 
being bossy, controlling and dictatorial, this style of leadership can be used effectively in 
situations where the leader is most knowledgeable or has access to information that other 
members of the group do not have. 
According to Harms, Woods, Landay, Lester and Lester (2018:105) the subject of dictatorial 
leadership styles and how it affects leadership and leadership processes has been neglected 
in recent decades. Recently, it has become very important to better understand the benefit of 
a renewed interest in researching why subordinates embrace autocratic or dictatorial leaders. 
Notwithstanding, Thusyanthini and Thusyanthini (2014:6) and Jerome (2018:1677) indicate 
that there is a contradiction between the authoritarian leadership style and job satisfaction. 
Authoritarian leadership reflects an overbearing style that generally has contradictory 
implications (Harms et al., 2018:120). The recent resurgence of studies into toxic, abusive and 
“dark side” leadership tangentially relates to authoritarianism but does not specifically 
measure the construct (Padilla et al., 2007:188). Figure 4.1 clearly shows that this leadership 





Figure 4.1: Leadership style matrix – Congruent paths 
Source: Pinterest.com (2020) 
 
4.4 RELATIONSHIP BETWEEN LAISSEZ-FAIRE LEADERSHIP STYLE  AND 
 JOB SATISFACTION 
This type of leadership style is known as a “carefree” kind of leadership style, in which 
employees in the organisation are given freedom of action. According to Quible (2015:187), 
laissez-faire leadership offers group members the latitude to make decisions. This style of 
leadership is successful in producing desired results in situations where group members are 
highly skilled, motivated and capable of working on their own but often reduces cohesiveness 
and motivation. It is a completely hands-off approach although the leader is still open and 
available to members for consultation and feedback (Chaudhry & Javed, 2012:259). Quible 
(2015:187) opines that leaders utilise it because they believe they will be more popular with 
subordinates. They also use it because they give subordinates considerable responsibility and 
provide little assistance. However, Limsila and Ogunlana (2008:167) argue that Laissez-faire 
leadership is not ideal in situations where group members lack knowledge or experience to 
complete a task and make decisions. In situations where employees are not able to set their 
own deadlines, manage their own projects and solve their own problems, projects can veer 
off track and deadlines can be missed due to lack of guidance or feedback from leaders 
(Goodnight, 2011:820-822). 
In a study conducted by Govender et al. (2013:390) on leadership style and job satisfaction, 
the objectives were to identify employees’ perceptions of their leadership style and to 
determine employee job satisfaction levels related to their leadership style. The results 
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suggest a significant relationship between the laissez-faire leadership style and job 
satisfaction.  
4.5 RELATIONSHIP BETWEEN TRANSACTIONAL LEADERSHIP STYLE 
 AND JOB SATISFACTION. 
According to Erkutlu (2008:710), transactional leaders communicate with their subordinates 
to explain how a task must be done and let them know that there will be rewards for a job done 
well. Lee and Chang (2007:173) state that a characteristic of the transactional leadership style 
is reward for performance. A congruent reward system is based on the starting point that the 
leader and subordinates agree to negotiate the terms and conditions of a transaction and how 
to accomplish the organisational goals, after which the leader will reward the subordinates. 
Leaders must make sure the subordinates understand the expectations and offer recognition 
when goals are achieved (Xiaoxia & Jing, 2006:13-16). Also, management by exception 
(active), in which the leader specifies the standards for compliance and only steps in when 
there is great deviation or ineffective performance and may punish subordinates for being non-
compliant. Hamidifar (2009:49) states that employees are closely monitoring employees for 
mistakes and errors and then taking corrective action quickly. Hamidifar (2009:46) adds that 
sometimes passive leaders fail to clarify expectations and standards to be achieved by 
subordinates but often will intervene when problems become apparent. This style does not 
respond to situations and problems systematically (Hamidifar, 2009:46). 
There is an interdependent relationship between leadership styles and cultural underpinnings, 
which cannot be ignored or underestimated. Explicit differences exist between cultures, 
particularly in terms of the values, attitudes and behaviours of individuals and this divergence 
has implications for leadership in organisations (Jogulu, 2010:706-707). 
Subordinates bear the responsibility for performing a task according to orders and they have 
to account for their actions. Ferreira et al. (2013:359) state that responsibility is the obligation 
of a subordinate to achieve objectives by performing assigned tasks. Smit et al. (2013:312) 
add that for the sake of good leadership and effective management of the organisation, the 
delicate balance between the different components of leadership should be maintained.  
4.6 RELATIONSHIP BETWEEN TRANSFORMATIONAL LEADERSHIP STYLE 
 AND JOB SATISFACTION. 
According to Jogulu (2010:706), transformational leaders can be defined as “people who 
emphasise work standards and have task-oriented aims”. 
Lee and Chang (2007:173) state that transformational leaders challenge the status quo and 
are less likely to accept conventional norms. Transformational leaders enhance their 
53 
subordinates’ innovativeness by intellectual stimulation and motivation and allow them to seek 
new ways of working. The intellectual stimulation encourages employees to use new 
approaches for solving old problems (Tabassi & Bakar, 2010:248). According to Yaghoubipoor 
et al. (2013:15), the leader is trusted and respected. The leader maintains high moral 
standards and the followers seek to emulate the leader. Idealized influence can be attributed 
to the followers (Lai, 2011:3). Leaders provide subordinates with meaning and challenging 
tasks. The spirit of the team is aroused and enthusiasm and optimism are displayed. Leaders 
communicate expectations, demonstrate commitment to goals and share their vision (Quible, 
2015:217). Quible adds that leaders who understand various theories of motivation will be 
able to work more effectively with their subordinates than their counterparts can. 
Leaders utilise the questioning assumptions approach such as reframing and approaching old 
situations in new way as a guide to inform and stimulate subordinates’ efforts to be innovative 
and creative. Lai (2011:3) add that the intellectually stimulating approach encourages 
subordinates to try new approaches but emphasises rationality. 
Leaders also act as mentors or coaches to build relationships with individuals, pay attention 
to the individual’s need for achievement and growth and develop subordinates in a supportive 
climate to reach their potential. Individual differences in terms of needs and desires are 
recognized (Hogg et al., 2012:259). 
4.7 CHAPTER SUMMARY 
This chapter discussed the relationship between various leadership styles and job satisfaction. 
It focused on the relationships between job satisfaction and the democratic leadership style, 
the autocratic leadership style, the laissez-faire leadership style, the transformational 
leadership style and the transactional leadership style.  






RESEARCH METHODOLOGY AND DESIGN 
5.1 INTRODUCTION 
The previous chapter reviewed existing literature on the connection between leadership and 
job satisfaction. This chapter addresses the research methodology and research design of the 
study. The pilot study procedure, population, sampling methods, data collection, data analysis, 
and the validity and reliability of data are discussed. The ethical considerations of the study 
are stated. 
5.2 RESEARCH PARADIGM/PHILOSOPHY 
A research paradigm is a lens or organisational principle in which the reality is interpreted. In 
other words, it is the perspective or philosophy on which the study is based. In this regard, 
Creswell, Ebersohn, Eloff, Ferreira, Ivankova, Jansen, Nieuwenhuis, Pietersen, Plano Clark 
and van der Westhuizen (2007:52) describe the word paradigm as a set of hypotheses and 
presumption about the core facet of real life, which give rise to a particular worldview. Creswell 
et al. (2007:52) address two fundamental assumptions—ontology, which refers to the 
assumption taken place in faith, such as beliefs about the nature of reality, and epistemology, 
which refers to the relationship between the knower and known.  
Lincoln and Guba (1985:15) define paradigm as: 
“…Paradigm represents what we think about the world (but cannot prove). Our 
actions in the world, including the action we take as inquires, cannot occur without 
reference to those paradigms. As we think, so we act…” 
Cronje (2014:1) believes that a research paradigm is a way of thinking, a certain paradigm of 
thinking, an entire system of thinking and a way of embarking on a particular field of study or 
research. Cronje (2014:2) also states that the research paradigm is a new way of thinking 
about a research problem. Antwi and Hamza (2015:218) argue that research studies should 
be informed by the philosophical assumption that creates usable research and research 
methods appropriate to particular research. 
The literature review influenced the methodology used in the study. Antwi and Hamza 
(2015:218) identify two paradigms, namely positivism and interpretivism. The positivism 
paradigm consists of knowledge achieved through observation and experiment, while an 
interpretivism paradigm is a person’s deep understanding of things about the world in which 
we live. According to Cooper and Schindler (2006:216), quantitative methods involve the use 
of numerical measurements and statistical analysis of measurements to examine social 
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phenomena. The researcher utilised positivism (quantitative research method) research 
methodology because the main objective of research was scientific explanation. This enabled 
the researcher to test the theory to answer the research question and address the research 
problem. 
5.3 RESEARCH DESIGN 
A research design is a blueprint for the collection, measurement and analysis of data (Cooper 
& Schindler, 2006:192). The research design is the operational plan to test the hypothesis or 
the research question (Ragin, 1994, cited by Flick, 2007:36). 
Williams (2006:1) explains that there is no single strategy for planning research. The research 
design is governed by the thought and suggestion suitable for purpose. The objectives of the 
research determine the methodology and plan of the research. Babbie, Mouton and Prozesky 
(2001:75) state that a research design has two key functions. The first is the arrangements 
needed to undertake a study, while the second emphasizes the importance of quality in these 
procedures to ensure their validity, objectiveness and accuracy.  
This study employed a quantitative research method. According to Creswell et al. (2007:145), 
quantitative research is a process that is systematic and objective in its ways of using 
numerical data from only a selected subgroup of a universe (or population) to generalize the 
findings to the universe that is under study.  
5.3.1 Quantitative research design 
The purpose of using this approach was to evaluate objective data consisting of numbers to 
achieve high levels of reliability. In line with the quantitative method, a structured questionnaire 
was administered to all the targeted respondents. According to Dane (2003:88), quantitative 
methods include reviewing a substantial amount of literature to provide direction for the 
research questions. Creswell (2003:155) indicates that quantitative research is the collection 
of numerical data and exhibiting a view of the relationship between theory and research. In 
essence, quantitative research is most commonly encountered as part of formal or conclusive 
research and this technique aims to determine the relationship between an independent 
variable and a dependent variable in a population (O’Leary, 2004:75). 
5.3.2 Target population 
Neuman (2000:24) contends that the researcher must know exactly what is included in the 
population that will be studied. One of the tasks of the researcher is to identify and adequately 
describe the population to which the results are intended to apply (Black, 2002:21).  
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Brynard and Hanekom (2006:55) define a target population as “a group of elements that has 
the characteristics chosen for the study”. 
The target population for this study comprised all academic staff members of Ibika Site at 
Walter Sisulu University. The target population was identified from Walter Sisulu University’s 
internal telephone directory via the Human Resource Department. The total population of 
academic employees at Ibika site at Walter Sisulu University numbers 80 employees. 
5.3.3 Sampling techniques 
Tengeh (2011:189) defines a sample as “a scientific method of selecting and using a 
representative part (sample) of a whole to seek the truth about the whole”. Welman et al. 
(2006:231) highlight two types of sampling methods, namely probability and non-probability 
sampling techniques. According to Babbie (2006:196), purposive sampling is a type of non-
probability sampling where researchers rely on their experience, ingenuity or previous 
research findings to collect information from sample members of the population from which it 
was drawn. In probability sampling, every element in the population has the same chance of 
being chosen for the sample. Probability sampling allows for the calculation of the desired 
sample size and the margin of error may be minimized (Babbie, 2006:196). For this study, no 
sampling technique was employed. The survey method, also referred to as a census, was 
adopted because of the small size of the target population. 
5.3.4 Survey methods 
According to Burns and Bush (2010:266), a survey involves interviews with a large number of 
respondents using a pre-designed questionnaire. Large numbers of respondents may be 
required to collect a large sample of important sub-groups to ensure that the study accurately 
represents a large target population (Saunders et al., 2009:138). The survey method allows 
the collection of a significant amount of data economically and efficiently (Babbie, et al., 
2001:232). For this study, a standardised survey method was used since the target population 
was only 80 academic employees. This uniformity is vital to the goal of high-quality 
information. Moreover, in the survey method, the researcher is assured that every respondent 
is confronted with questions that address the complete range of information driving the 
research objectives of the study (Burns & Bush, 2010:267). 
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5.4 QUESTIONNAIRE DESIGN  
In this study, a questionnaire (see Appendix C) was used to collect data. Questionnaires are 
data collection instruments that enable the researcher to pose questions to subjects in the 
search for answers to the research questions (Saunders et al., 2009:280). Saunders et al. add 
that the two most commonly used primary data collection methods are questionnaires and 
interviews. A questionnaire was the primary data collection method used to collect data in this 
study. A structured questionnaire containing close-ended questions was used because it is 
the simplest and least expensive method of obtaining information from a large number of 
subjects. It permits anonymity and usually offers honest responses (Burns & Bush, 2002:289). 
The disadvantage is that questionnaires depend on how the questions are phrased and 
therefore may be biased or inaccurate (Burns & Bush, 2002:289). A 5-point Likert-type scale 
was used, which asks respondents to indicate the extent to which they agree or disagree with 
a series of statements about a given subject (Saunders et al., 2009:282). In the current study, 
1 = strongly disagree, 2 = disagree, 3 = neutral, 4 = agree and 5 = strongly agree. 
The questionnaire for this study was divided into four sections: 
 Section A: This section focused on the demographic information of respondents, such 
as gender, age group, the position they hold, their highest level of education and 
number of years of employment. The objective of Section A was to identify participants 
who qualify as population, sample frame and sample size.  
 Section B: This section focused on the leadership style best reflected by the 
respondents’ HODs, which was aligned to study objective 1. 
 Section C: Section C was designed to answer objective 2 of the research study. This 
section sought to determine to what extent does the leadership style of the HODs affect 
the job satisfaction of the respondents. 
 Section D: This section solicited data about the factors affecting job satisfaction. 
Before the administration of the questionnaire on respondents, a letter requesting permission 
to conduct the research was requested from Walter Sisulu University, which was granted (see 
Appendix A). A letter of informed consent (see Appendix B) was attached to the questionnaire 
(Appendix C), requesting the respondents to participate in this study. In total, 80 
questionnaires were distributed by the researcher. Respondents were given a week in which 
to complete the questionnaire. After two weeks, the researcher collected 59 questionnaires 
from the participants. The researcher then redistributed questionnaires to staff members who 
had not completed the questionnaires. However, this time the researcher waited for the 
respondents to fill in the questionnaires. From this exercise, 11 more were collected. Together 
with the initial 59 that were collected, this totalled 70 questionnaires returned. Of the initial 
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sample of 80, 10 staff members did not complete the questionnaire. There were 5 unusable 
questionnaires which were from non-academic staff or respondents that did not complete all 
the questions. This left the researcher with 65 usable questionnaires for analysis.  
5.5 RELIABILITY AND VALIDITY OF THE QUESTIONNAIRE 
Validity and reliability of the questionnaire are the most important criteria for evaluating 
quantitative instruments. Consistency is associated with the term reliability while accuracy is 
associated with the term validity (Creswell, 2003:37). It is therefore apparent that if any 
interpretations of the findings are to be made, the credibility of the questionnaire must be 
established through the determination of the reliability and validity (Walliman, 2004:82). To be 
effective, Cooper and Schindler (2006:318) assert that the characteristics of a good 
questionnaire are its validity, reliability and practicality.  
5.5.1 Reliability 
Reliability refers to the degree of reliability of a questionnaire (measuring instrument) or low 
variation between results of different samples of the homogenous population (Miller, 2007:1). 
According to Trochim (2006:109), the reliability of the measuring instrument addresses the 
question of whether the results of the measuring process are consistent on occasions when 
they should be consistent.  
Burns and Bush (2010:73) state that reliability is a statistical concept, which is related to 
consistency and dependability. 
Huysamen (2001:119-120) records the types of reliability as the following: 
 Test-retest reliability: this type of reliability refers to the degree to which a test is immune 
to the particular test occasion on which it is administered, so that scores obtained on 
one occasion may be generalised to those which could potentially have been obtained 
on other comparable occasions 
 Internal consistency reliability: this indicates how well the test measures the same items. 
 Cooper and Schindler (2006:218) state that reliability can be improved by:  
 Minimising external sources of variation;  
 Standardising conditions under which measurement occurs  
 Broadening the sample of measurement questions used by adding similar questions to 




Cooper and Schindler (2006:318) explain that validity refers to the capacity of a research 
instrument to measure what it is supposed to measure. They propose three widely accepted 
classifications of validity, which are content validity, criterion-related validity, and construct 
validity. The content validity of an instrument refers to how well a test measures the behaviour 
for which it is intended and which is substantiated by the pilot test (Cooper & Schindler, 
2006:318). Face validity is a sub-type of content validity but is not a technical validation. It 
merely establishes that the tool appears to measure the variables in the content (De-Vaus, 
2002:161).  
According to Miller (2007:1-3), validity measures the degree to which a study succeeds in 
measuring the intended values and the extent to which differences found reflect the true 
measures (differences amongst respondents). Validity is the extent to which a measuring 
instrument satisfies the purpose for which it was constructed. It also refers to the extent to 
which it correlates with some criteria external to the instrument itself (Blumberg, Cooper & 
Schindler, 2008:56). Validity of a questionnaire entails asking the right questions phrased in 
the least ambiguous way (Cohen, Manion, Morrison & Morrison, 2007:27). Researchers can 
never guarantee that an educational or psychological measuring instrument measures 
precisely and dependably what it is intended to measure (Norval, 2006:10). Shajahan and 
Shajahan (2004:89) state that validity has indispensable characteristics of measuring devices. 
Huysamen (2001:115-117) distinguishes between three different types of validity: 
 Content validity refers to the degree to which the content of the test represents such an 
inventory or universe. This kind of validity pertains mainly to academic achievement 
tests and examinations, which are compiled at schools, technikons or universities. 
 Criterion-related validity refers to the degree to which diagnostic and selection tests 
correctly predict the relevant criterion. 
 Construct validity relates to the extent to which the test measures a specific trait or 
construct, for example, intelligence, reasoning, ability and attitude. 
 Face validity merely establishes that the tool appears to measure the variables in the 
content.  
 
5.5.3  Quantitative study  
 
To ensure that this study is reliable and valid the researcher will consider the credibility, 
dependability, conformability, transferability, and authenticity 
a) Credibility  
According to Rudhumbu (2015:146) for a research finding to be credible, the findings must 
represent the original data or opinion gathered from the participant. Therefore, in line with 
Rudhumbu, the researcher avoided participant error by given participant sufficient time to 
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answer the questions on the questionnaires. The researcher also ensure that original data 
was collected and recorded correctly with no manipulation. 
b) Dependability 
According to Fenton & Mazulewicz (2008) dependability simple means consistency and 
reliability of the research findings and the degree to which the research procedures are 
recorded. These authors add that dependability is the assessment of the quality of the 
process of data collection, analysis and theory generation. Therefore to ensure that this 
study is dependable, the supervisor audit the analyses, evaluate and review the research 
process. The researcher also ensured that the participants evaluating the findings, 
interpretation and recommendations of the study to make sure that they are all supported 
by the data received from the informants of the study  
c) Conformability  
According to Anney (2014:279) conformability is concerned with establishing that data 
and interpretations of the findings are not fabrications. To ensure that this study is 
conformable, the researcher conducted a pilot study to test the research instruments for 
reliability and validity and the researcher avoided interference with the participants during 
data collection 15 and data analysis. In addition, thee researcher gave the project to her 
supervisor/promoter to check and verify the accuracy of the research design and 
methodology utilise in the study.  
d) Transferability 
 Transferability simple mean the extent to which the findings can be generalised. In other 
words, the research findings are transferable or generalizable if they are acceptable in 
another context. Therefore, the researcher would have a certain degree of generalisation 
of the study if everything remain the same and there are no changes to the independent 
variables (the variable being manipulated).  
e) Authenticity  
In this study, a fair procedure and fair representation of participants was ensured, 
including their views was projected in the questionnaires 
5.6 PILOT TEST 
According to Sekaran (2003:67), the purpose of a pilot study is to refine the questions in the 
questionnaire to ensure that there is no ambiguity or bias so that the measuring instrument is 
fine-tuned for data collection. A pilot study is a trial run or pre-test of a larger study that is 
conducted in preparation for that study (Cooper & Schindler, 2006:149). The purpose of a pre-
test is to ensure that the questionnaire meets the researcher’s expectations in terms of the 
information that will be obtained (Creswell, 2003:195). According to Bhattacharyya (2003:65), 
one of the biggest errors in research is the omission of the pilot study. Sarantakos (2000:106) 
contends that the researcher should be satisfied that the procedures are effective, free from 
errors and reliable and valid. Therefore, the researcher conducted a pilot study on a sample 
of eight employees who were not part of the target respondents at Mthatha Campus. 
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Questionnaires were distributed at the same time. Feedback was received from all the 
respondents and assessed. The three inconsistent questions were modified and corrected. 
5.7 DATA COLLECTION METHODS 
A questionnaire was used to collect data. The researcher utilised email as a medium (to send 
and receive) deliver the questionnaires to academic staff members of Ibika Site at Walter 
Sisulu University. According to de Vos, Strydom, Fouche and Delport (2005:168), when using 
the personal method, a questionnaire is handed to the respondent who will complete it in his 
own time but the researcher is available in case any problems are experienced. Respondents 
were asked to return the questionnaires within two weeks.  
Initially, the researcher used email to distribute questionnaires. The researcher experienced 
challenges because some participants forgot about the questionnaires. The researcher then 
changed the method from email, to telephonic questionnaire method, waiting until the 
respondent had completed the questionnaire. 
5.7.1 Quantitative data capturing process 
The study used SPSS software to convert data to information that could be interpreted. Each 
question was coded as a single variable. They were subdivided into nominal and ordinal levels 
of measurement. The coded document was sent to the statistician to verify errors. After 
recommendations from the statistician were implemented, data were captured into the 
program. The results for each variable were converted to descriptive statistics and presented 
as graphs. 
5.8 ANALYSIS OF DATA 
Sarantakos (2000:60) describes data analysis as data that are statistically analysed to 
determine whether the generated hypotheses have been supported. The questionnaires were 
collected and counted to ensure that all respondents had completed them. The questionnaires 
were coded and captured on a computer, after which the data were analysed using SPSS 
software for Windows. 
5.9 ETHICAL CONSIDERATIONS 
The researcher complied with the principles of ethical research to protect the rights of the 
participants, involving the principle of voluntary participation, which requires that participants 
must not be coerced into participating in this research. The following ethical measures were 
in place (Sekaran, 2003:94) 
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 Right of the participant: In this study, no attempt was made to harm participants 
deliberately and those who could experience any form of harm be it through 
victimisation, emotional or otherwise, were informed in advance of their right to withdraw 
from participating in the study. 
 Confidentiality and anonymity: confidentiality means that information would not be 
divulged to the public or colleagues, subordinates or superiors. In this study, all 
information about participants was treated with confidentiality and the participants 
remained anonymous (Saunders et al., 2009:94). A covering letter (Appendix B) assured 
participants that all responses was treated with the utmost confidentiality and their 
anonymity would be retained.  
5.10 CHAPTER SUMMARY 
A quantitative research design was chosen as the relevant research approach for this study. 
A pilot study was conducted with eight participants to test the reliability and validity of the 
questionnaire. The target population comprised all academic employees of Ibika campus at 
Walter Sisulu University in the Eastern Cape. The survey method was used to administer the 
questionnaires to 80 target respondents and a response rate was obtained. Of the 80 
questionnaires distributed, only 70 were collected of which 65 were usable. Five were not 
usable, while 10 staff members did not complete the questionnaire. 




DATA PRESENTATION AND ANALYSIS 
6.1 INTRODUCTION 
In the previous chapter, the methodology that was employed to gather data was explained. It 
was emphasised that the research problem, objectives and questions underpinned the study 
design. The research philosophy and ideology, which formed the basis for the study design, 
were explained. This chapter is a presentation of the data collected and analysis of the data 
to interpret the research problem in a way that answers the research questions and achieves 
the study objectives stated in Chapter One. The data for this study were collected using a 5-
point Likert scale ranked questionnaire. The questionnaire comprised four sections, namely, 
Section A (demographic details), Section B (leadership style of the HOD), Section C (the 
extent to which the leadership style of the academic HOD affects the job satisfaction of 
respondents and Section D (factors that affect job satisfaction of respondents). The data 
collected from each of these sections are presented and analysed to achieve the study 
objectives. The chapter also condenses the findings to arrive at the results of the study, which 
are discussed in relation to the literature.  
6.2 OVERVIEW OF THE STUDY PROBLEM, OBJECTIVES AND RESEARCH 
 QUESTIONS 
As stated in the section above, the analysis presented in this chapter addresses the problem 
statement from which the study emanates. From the research problem, the objectives of the 
study were developed and specific research questions were derived to guide the entire study. 
As per generally accepted principles of scientific enquiry, the analysis presented in this chapter 
is specific to the objectives and questions set earlier.  
Table 6.1 summarises the study problem, aim, objectives and research questions. It is the 




Table 6.1: Summary of study problem, aim, objectives and research questions 
Study problem As a result of complexity in the South African HE system, the leadership 
styles that lead to higher job satisfaction and better graduates remains a 
subject for research. There are high demands to ensure academic HODs 
are able to effectively influence positive job satisfaction among members 
to ensure high performance. This in turn is expected to result in 
graduates who can contribute to solving current problems in South Africa. 
Aim The main aim of this study is to investigate the relationship between 
leadership styles of academic HODs and employee job satisfaction a 
HEIs in the Eastern Cape Province of South Africa. 
Objectives of  
the study 
 To determine the leadership styles of academic HODs at the HEI. 
 To establish the relationship between leadership styles of academic 
HODs and employee job satisfaction at the HEI. 




 What are the leadership styles of the academic HODs at the HEI?  
 What is the relationship between the leadership styles of HODs and 
employee job satisfaction at the HEI?  
 What are the factors affecting the job satisfaction of employees at 
the HEI?  
 
6.3 PRESENTATION AND ANALYSIS OF FINDINGS 
6.3.1 Participation rate 
The HEI where data were collected for the study is located in the Eastern Cape Province of 
South Africa. There are 10 academic departments at the HEI, implying that there are also 10 
academic HODs at the HEI. The total number of staff under the leadership of the 10 HODs 
was 80. Of these 80 employees, 65 (n=65) responded to the questionnaire that was 
administered, which equates to a participation rate of 81%, which suggests that the study was 
interesting and attractive to the employees. This supports the notion in the existing literature 
that leadership remains one of the most popular topics in the field of management.  
6.3.2 Biographical information of respondents 
The first section of the questionnaire sought to solicit important biographical information that 
could assist in the interpretation of the results of the study. The biographical information of 
interest was informed by the literature reviews conducted in Chapters Two, Three and Four. 
Demographic factors are attributes of an individual, such as age, race, gender, education level, 
cultural influences and work experience (Sengupta, 2011:103). 
6.3.2.1 Period of employment at the HEI 
This demographic variable considered the number of years of employment that the 
respondents had at the HEI under investigation. Figure 6.1 shows the percentage of 
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employees found in the five categories of years of employment that were formulated for the 
study. As shown in Figure 6.1, the majority (37%) had been employed by the HEI for the past 
five to nine years. This should be considered in line with Wickramasinghe and Kumara 
(2010:22), who argue that tenure is the length of time an individual has worked in a specific 
job. The literature suggests that being in a job for only a short period could influence the 
individual’s intention to leave the organisation because of low job satisfaction and 
organisational commitment. The chief argument is that as the period of employment becomes 
longer, there is a tendency for improved job satisfaction. As shown in Figure 6.1, the lowest 
period of employment was less than four years.  
 
 
Figure 6.1: Tenure at the HEI 
 
6.3.2.2 Age group 
The age group of the respondents was another demographic variable considered. As shown 
in Figure 6.2 below, the majority (55%) of the respondents were within the 31 to 44 year age 
group, the fewest were below the age of 30 (2%) and 40% were in the 45 to 49 year age group. 
Respondents of 50 years of age and over made up 25% of the study sample. According to 
Sengupta (2011:103), numerous studies suggest that a positive relationship exists between 
job satisfaction and age. Early bivariate and multivariate studies (Rhodes, 1983:328) indicate 
a positive linear relationship between age and job satisfaction up to the age of 60 years. On 
the other hand, Herzberg et al. (1959, cited by Clark et al., 1996:57) state that job satisfaction 
is U-shaped in age, with higher levels of morale among young workers, which declines after 
the novelty of employment wears off and boredom with the job sets in. 
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Figure 6.2: Age distribution of respondents 
 
6.3.2.3 Gender distribution of respondents 
More females (55%) than males (45%) participated in the study, as illustrated in Figure 6.3 
below. Gender has always been an important factor in job satisfaction research. Numerous 
researchers have examined the relationship between gender and job satisfaction. However, 
the results of the many studies are contradictory and inconclusive. Some studies found women 
to be more satisfied than men and others have found men to be more satisfied than women 
(Westover, 2012:35). Westover (2012:14) was among the first to fully examine gender 
differences in job satisfaction and found few differences between men and women in the 
determinants of job satisfaction when considering job characteristics, family responsibilities 




Figure 6.3: Gender distribution of respondents 
 
6.3.2.4 Job titles 
In academic institutions, academic HODs have several categories of subordinates whom they 
lead, oversee and influence. The study considered the job titles of the respondents to 
understand the roles that they play at the HEI, as shown in Figure 6.4 below. The majority of 
them (55%) were lecturers, while there were a few associate professors (5%) and technicians 
(9%). Research indicates the relationship between the nature of a job and job satisfaction as 
significant. Work is the title of social prominence and seems to be a way of satisfying the social 
desires of citizens (Saif et al., 2012:1383). Employees that carry out tasks that require high 
proficiency, selection, independence, reaction and job significance skills are reported to have 
a greater level of job satisfaction than their counterparts who perform responsibilities that are 
low on those attributes. Expressiveness is found to relate positively to job satisfaction (Saif et 
al., 2012:1383). Workers tend to choose jobs that allow them to employ their proficiencies and 





Figure 6.4: Job titles of respondents 
 
6.3.2.5 Status of employment 
Figure 6.5 shows the status of employment of the respondents. Employment was considered 
permanent, contract or part-time. Permanent employment respondents returned an 85% 
result, 14% were contract employees and there were no part-time employees The status of 
employment is often associated with variables such as pay, promotion and general status, 
which have been found to affect job satisfaction.  
 
 
Figure 6.5: Employment status of respondents 
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6.3.2.6 Level of education 
Another demographic variable that was considered in this study is the education level of 
respondents, shown in Figure 6.6 below. A significant number of respondents held an Honours 
or a Bachelor of Technology degree (45%), 28% had attained a Masters degree and 14% had 
achieved a PhD degree. The literature confirms that employee satisfaction differs with the 
level of education. The level of education influences a person’s work-related expectations in 




Figure 6.6: Level of education of respondents 
 
6.3.2.7 Department/faculty 
As shown in Figure 6.7, the participants in this study came mainly from three faculties at the 
HEI. These faculties were the Faculty of Management Sciences (52%), Faculty of Engineering 




Figure 6.7: Respondents and their faculties 
 
6.3.2.8 Employment grade 
Employment grades tend to be associated with benefits, which affect the work-life of 
employees. Figure 6.8 illustrates that the majority (60%) of the employees were in the Grade 
8-9 category, 26% were in Grade 10-12, while 11% fell within the 6-7 employment grade. 
 
 
Figure 6.8: Respondents’ employment grades 
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The above paragraphs discussed the key demographic variables that were considered in this 
study. While these variables were not related to any specific research question, they were 
essential in explaining the results of the study. In addition, these demographic variables 
provide an important background for the study, which should be noted as part of essential 
contextual factors that help in providing an in-depth understanding of this investigation. The 
next sections focus on the three research questions that were formulated in Chapter One and 
attempt to increase the understanding of the study problem and also ensure the attainment of 
the stated objectives.  
6.3.3 Perceptions on the leadership style of academic heads of departments 
Section B of the questionnaire sought to establish the perceptions of respondents on the 
leadership style of their HODs. The related research question that guided the analysis in this 
question was “What are the leadership styles of the academic HODs at the HEI?” The analysis 
in this section was blended with literature perspectives that there are four major leadership 
styles, namely autocratic, democratic, transactional and transformational. As stated in Chapter 
One, one of the objectives of the study was to determine the dominant leadership style at the 
HEI. Each of the leadership styles was associated with two statements and respondents had 
to assess the extent to which they agree or disagree with the statement associated with the 
leadership style.  
6.3.3.1 Autocratic leadership style 
Statements 10 and 11 were associated with the autocratic leadership style. In line with the 
literature review, the style of decision-making and concern for people or work were used to 
assess the autocratic leadership style. Responses associated with Statement 10, which 
enquired on the HOD’s decision-making style, are shown in Figure 6.9. Figure 6.9 shows that 
the majority (46%) of the respondents disagreed with the statement that their HOD makes 
decisions and plans on his own and simply tells them what to do and how to do things. Only 
3% strongly agreed that their HODs followed a unilateral approach to decision-making as 
opposed to 15% who strongly disagreed with the statement, while 17% of the respondents 







Figure 6.9: Statement 10 - My HOD makes decisions and plans on his own and tells us what 
and how to do something 
 
The responses shown in Figure 6.9 suggest that most of the respondents felt that their HODs 
were not autocratic and had a propensity to make decisions with the involvement of others.  
Figure 6.10 below shows the responses to the statement which assessed the HODs’ concern 
for work as opposed to concern for people. A significant number of the respondents (42%) 
were neutral and not sure whether their HODs demonstrated greater concern for production 
than for the welfare of subordinates. When comparing the ‘agree’ to ‘disagree’, it can be seen 
that respondents generally were inclined to disagree (a combined 37% disagreed or strongly 
disagreed) that the HODs in their departments had greater concern for production than for 









Figure 6.10: Statement 11 - My HOD shows greater concern for production of work than for 
subordinates 
 
The implication of the results of the statements 10 and 11 discussed above is that the data 
that have been analysed here do not provide evidence to suggest that the academic HODs at 
the HEI have an autocratic leadership style.  
The following section considers the democratic leadership style. 
6.3.3.2 Democratic leadership style 
As observed in the literature review, the democratic leadership style is characterised by the 
involvement of subordinates in decision-making and a greater concern for people than work. 
Statements 12 and 13 of the questionnaire enquired on the perceptions of subordinates on 
whether the HODs listened to others in decision-making and also whether subordinates 
believed that their HODs had a greater concern for people than for work. 
The results of statement 12 are shown in Figure 6.11. The majority (48%) of the respondents 
agreed and a further 29% strongly agreed that their HODs listened to team members’ points 




Figure 6.11: Statement 12 - My HOD listens to team members’ points of view before making 
decisions 
 
The results for statement 12 shows that the HODs were aligned to the democratic leadership 
style as shown by the significant majority of respondents who agreed that the HODs listened 
to team members’ points of view before making decisions. 
Statement 13 investigated the perceptions of the respondents on whether their HODs 
exhibited greater concern for people than for high production of work. The literature study 
conducted earlier suggested that the democratic leader has a greater concern for people than 
for work. From Figure 6.12 it can be seen that 43% of respondents remained neutral, a 





Figure 6.12: Statement 13 - My HOD shows greater concern for people than for high production 
of work 
 
The results presented above suggest that there is an inclination towards the perception that 
the HODs follow a democratic leadership style. However, the strength of the neutral responses 
is worth noting on the concern for people versus concern for work concept. While the general 
perception is that the HODs are democratic in their leadership style, it appears that many 
respondents were not sure, in other words, they could not conclude between concern for work 
and concern for people. These findings indicate a need for further analysis of the concern for 
people versus concern for work phenomenon. 
The following section considered the perception that the HODs follow the laissez-faire 
leadership style. As revealed in the literature, this style of leadership is characterised by low 
interference and minimum involvement of the leader in the work affairs of the subordinates.  
6.3.3.3 Laissez-faire leadership style 
Statements 14 and 15 sought to investigate whether the respondents perceived their HODs 
to be laissez-faire leaders. The findings for Statement 14 are shown in Figure 6.13. 
Respondents were required to respond to the statement that their HODs do not often interfere 
or get involved in the work of subordinates and they only get involved when serious problems 
emerge. As shown in Figure 6.13, the majority (37%) of the respondents were neutral on the 
statement, 28% and 22% disagreed and strongly disagreed respectively, while a mere 9% 
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strongly agreed. These findings imply that the HODs are involved in their subordinates’ work. 
Reasons for the neutral responses could not be established.  
 
 
Figure 6.13: Statement 14 - My HOD does not interfere with tasks until problems become 
severe 
 
Statement 15 sought to establish the respondents’ perceptions of whether their HODs 
achieved institutional requirements or not. The responses to this statement are presented in 
Figure 6.14. The majority of respondents agreed (28%) and 11% strongly agreed, 17% 
disagreed, 14% strongly disagreed, while 22% remained neutral.  
 
 
Figure 6.14: Statement 15 - My HOD is efficient in achieving institutional requirements 
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The above analysis of whether the HODs were laissez-faire leaders seems to negate the 
notion of a laissez-faire leadership style of the respondents’ HODs. Despite this result, a 
significant number of respondents were unsure whether their HOD followed the laissez-faire 
leadership style or not. The explanation for this observation is outside the scope of the present 
study. It is suggested future research needs to investigate this observation. The next section 
considers perceptions related to the transformational leadership style.  
6.3.3.4 Transformational leadership 
Transformational leaders emphasise work standards and have task-oriented aims (Jogulu, 
2010:706). These leaders seek new ways of working, challenge the status quo and are less 
likely to accept conventional norms (Lee & Chang, 2007:173). Transformational leaders can 
enhance their followers’ innovativeness through motivation and intellectual stimulation (Lee & 
Chang, 2007:173). Statements 16 and 17 assessed if respondents felt that their HODs could 
be described as transformational leaders.  
As shown in Figure 6.15, there were strong perceptions that the HODs promoted an 
atmosphere of teamwork, which is consistent with transformational leaders. Of the 65 
respondents who participated in the study, a combined 70% of respondents agreed with the 
statement (42% agreed and 28% strongly agreed). A mere 8% disagreed and 8% strongly 
disagreed that their HODS promoted an atmosphere of teamwork at the HEI 
 
 
Figure 6.15: Statement 16 - My HOD promotes an atmosphere of teamwork 
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Statement 17 assessed the perceptions of the respondents on whether their HODs provided 
insightful suggestions on what they could improve. As shown in Figure 6.16, 46% were neutral 
and neither agreed nor disagreed with the statement. A combined 21% of respondents agreed 
(12% agreed and 9% strongly agreed). A marginally greater percentage of respondents 
disagreed (combined 26%; 14% strongly disagreed and 12% disagreed) with the statement 
that their HODs made insightful suggestions on what they could improve.  
 
 
Figure 6.16: Statement 17 - My HOD gives me insightful suggestions on what I can improve 
 
Even though the data collected on Statement 16 and Statement 17 overall suggests that the 
HODs possess transformational leadership traits, the percentage of those respondents who 
were not sure was significantly high. This seems to suggest the existence of other factors in 
the assessment. 
The next statements assess the respondents’ perceptions that their HODs possess 
transactional leadership traits.  
6.3.3.5 Transactional leadership 
Transactional leaders communicate with their subordinates to explain how a task must be 
done and inform them that there will be rewards for a job done well (Erkutlu, 2008:710). Lee 
and Chang (2007:173) report that transactional leadership relies on various types of rewards 
in a reward-for-performance approach. 
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Statement 18 investigated the degree to which respondents agreed with the view that their 
HODs were task-oriented and promoted reward-based performance initiatives. The results 
presented in Figure 6.17 show that most respondents strongly disagreed (45%) and 12% 
disagreed that HODs were task-oriented and followed a reward-for-performance style of 
leadership. A mere 6% strongly agreed and 2% agreed with the statement, while 22% 
remained neutral. The results of this assessment demonstrate that the general perception 










Figure 6.17: Statement 18 - My HOD is task-oriented and has reward-based performance 
initiatives 
 
The last statement to consider whether the HODs relied on transactional leadership 
techniques was Statement 19. Respondents were required to assess their level of agreement 
on whether their HODs had particular regard to who is leading performance targets. As shown 
in Figure 6.18 below, the level of neutrality was high (32%) and strong disagreement was also 
high at 31%. Those who disagreed (11%) were lower than those who agreed (15%). The 
















Figure 6.18: Statement 19 - My HOD is particular with regards to who is leading performance 
targets 
 
6.3.3.6 Summary of findings on the type of leadership of the HODs at the HEI 
The study assessed the degree to which respondents felt that their HODs displayed traits of 
the following leadership styles:  
a) Autocratic leadership style;  
b) Democratic leadership style;  
c) Transformational leadership style;  
d) Laissez-faire leadership style; and  
e) Transactional leadership style.  
Of these five leadership styles, there was evidence that respondents felt that their HODs 
displayed democratic and transformational leadership traits. However, the strength of the 
evidence was weakened by a significant number of neutral responses. This suggests that the 
determination of whether a HOD followed a certain leadership style could be influence by 
variables that were not considered in this study. In many instances, the incidence of neutral 
respondents was extremely high.  
6.3.4 The effect of leadership styles on job satisfaction 
Section C of the questionnaire investigated the relationship between leadership styles and job 
satisfaction. This related to the second research question, ‘To what extent does the leadership 
style of the HOD affect your job satisfaction?’ The statements in this section of the question 
were based on the literature review, which informed the factors that contribute to employee 
job satisfaction.  
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6.3.4.1 Task autonomy and multi-tasking as antecedents of job satisfaction 
Statement 20 enquired on the degree to which the employees were allowed to do multiple 
tasks associated with projects assigned to them. Chen et al. (2006:492) suggest that the 
nature of the work and tasks affect job satisfaction. The literature seems to suggest that if 
subordinates are given a chance to do multiple tasks within their projects, it can help promote 
job satisfaction. Figure 6.19 shows a combined 90% of respondents agreed (55% agreed and 
35% strongly agreed) with Statement 20. This implies that these employees are satisfied with 
their jobs.  
 
 
Figure 6.19: Statement 20 - I am given a chance to do multiple things associated with the 
projects assigned to me. 
 
6.3.4.2 Opportunities for growth as antecedents of employee job satisfaction 
Theorists such as Maslow (1943) and McClelland (1961) believe that growth, achievement 
and self-actualisation are predictors of job satisfaction. The general position in the literature is 
that the provision for growth opportunities is essential in influencing employee job satisfaction. 
In line with this, Statement 21 enquired into the respondents’ perceptions of the opportunities 
for steady growth that is associated with their jobs. The responses to Statement 21 are 
indicated in Figure 6.20. Of the 65 respondents, 29% strongly agreed that their jobs provide 
for steady growth and a further 29% agreed with the proposition. A significant number of 
respondents remained neutral (28%), 15% disagreed and 2% strongly disagreeing with the 
statement. This shows a general perception among the respondents that their jobs do offer 





Figure 6.20: Statement 21 - My job provides for steady growth 
 
6.3.4.3 Working conditions as determinants of job satisfaction 
The Job Characteristics Theory of Hackman and Oldham (1975) is well known and has been 
supported significantly as a way of understanding employee job satisfaction. Statement 22 of 
the questionnaire sought the respondents’ perceptions of whether working conditions at the 
HEI were favourable. The results are illustrated in Figure 6.21. A very significant combined 
71% of the respondents disagreed (43% disagreed and 28% strongly disagreed) that the HEI 
offered favourable working conditions. Only 5% of respondents agreed with the statement, 
while 22% remained neutral. These results seem to suggest that job satisfaction is low when 




















My working conditions at the HEI are favourable
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6.3.4.4 Skills utilisation as a determinant of job satisfaction 
From the literature review, the full utilisation of a person’s skills is fulfilling and considered as 
a key determinant of job satisfaction. Consequently, jobs that ensure the full utilisation of an 
employee’s skills tend to result in greater employee satisfaction than those that do not 
adequately utilise their skills. Statement 23 invited respondents to indicate their level of 
agreement that their skills are not thoroughly utilised. Figure 6.22 shows that the majority of 
the respondents (38%) remained neutral, while a combined 38% disagreed with the statement 
(29% disagreed and 9% strongly disagreed). However, 5% strongly agreed and 23% agreed, 
believing that their skills were not utilised in their jobs. The results suggest that more 
respondents experienced job satisfaction than dissatisfaction.  
 
 
Figure 6.22: Statement 23 - I think my skills are not thoroughly utilised in my job 
 
6.3.4.5 Forced work and job satisfaction 
While forced work does not align with the ethics and morals of a democratic South Africa, it 
also cannot be associated with employee job satisfaction as it goes against several 
established factors and predictors of job satisfaction. Statement 24 of the questionnaire was 
designed for respondents to indicate to what level they feel that they are forced to work more 
than they should. As shown in Figure 4.23, the majority (42%) were neutral while of the 
balance of respondents a combined 30% agreed with the statement and a combined 23% 
disagreed. The conclusion is that most respondents were unsure about their situation but there 
was a slight inclination towards job dissatisfaction. 
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Figure 6.23: Statement 24 - I am forced to work more than I should 
 
6.3.4.6 Summary of findings on the effect of leadership style and employee job 
 satisfaction at the HEI 
Table 6.2 below summarises the findings on the perceived leadership styles of HODs at the 
HEI and the results that arose from the assessment of indicators of employee job satisfaction. 




Table 6.2: Summary of findings on leadership styles at the HEI 
 SD D N A SA 
Autocratic leadership style      
My HOD makes decisions and plans on his own 
and tells us what and how to do it. 
15% 46% 17% 18% 3% 
S/he shows greater concern for production of 
work than subordinates. 
9% 28% 42% 17% 15% 
Democratic Leadership Style      
My HOD listens to team members' points of view 
before making decisions 
3% 0% 9% 48% 29% 
S/he shows greater concern for people than for 
high production of work. 
6% 12% 43% 17% 11% 
Laissez-Faire Leadership Style      
My HOD does not interfere with tasks until 
problems become severe. 
22% 28% 37% 0% 9% 
My HOD is efficient in achieving institutional 
requirements. 
14% 17% 22% 28% 11% 
Transformational Leadership Style      
My HOD promotes an atmosphere of teamwork 8% 8% 9% 42% 28% 
My HOD gives me insightful suggestions to what 
I can improve 
14% 12% 43% 12% 9% 
Transactional Leadership style      
My HOD is task-oriented and has reward-based 
performance initiatives  
45% 12% 22% 2% 6% 
My HOD is particular with regards to who is 
leading performance targets 
31% 11% 32% 15% 2% 
Indicators of Job satisfaction      
I am given a chance to do multiple things 
associated with the projects assigned to me. 
0% 3% 5% 55% 35% 
My job provides for steady growth 2% 15% 28% 29% 29% 
My job is subjected to favourable working 
conditions. 
28% 43% 22% 5% 0% 
I think my skills are not thoroughly utilised in my 
job. 
9% 29% 38% 23% 5% 
I am forced to work more than I should. 5% 18% 42% 22% 8% 
 
Table 6.2 shows the following: 
A) Leadership styles  
 There was little support that the HODs at the HEI were autocratic. 
 A strong neutral response for the autocratic perception was observed. 
 The neutral response was significant on perceptions of laissez-faire leadership. 
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 Respondents who were not neutral on perceptions for laissez-faire HODs at the HEI 
were more inclined to disagree that the HODs were laissez-faire leaders. 
 There was support that the HODs were democratic, with a tendency for respondents to 
be neutral. 
 There was support that the HODs were transformational leaders, with a tendency for 
respondents to remain neutral. 
 There was general disagreement that the leaders were transactional, with a tendency to 
be neutral. 
 
B) Employee job satisfaction 
 Respondents perceived that projects they do as part of their jobs offered task variety. 
Task variety stimulated job satisfaction. 
 Growth opportunities enhanced job satisfaction, with a tendency for respondents to 
remain neutral. 
 Working conditions caused job dissatisfaction, with a tendency for respondents to be 
neutral. 
 Neutral responses dominated the skill utilisation perception. 
 Most respondents remained neutral on the notion that they were forced to do more work 
than they should. 
The general conclusion is that the respondents were either not sure or more inclined to 
perceive that the HODs at the HEI were democratic or transformational leaders. The 
respondents were mainly neutral on their perceptions of job satisfaction. The study has not 
established a clear relationship between leadership styles and job satisfaction. There was a 
tendency for the respondents to be neutral on the variables formulated in the study. 
6.3.5 Intrinsic factors that affect job satisfaction 
Section D of the questionnaire investigated factors that led to job satisfaction among the 
respondents. The responses provided to the relevant statements are presented and discussed 
in the sections that follow. 
6.3.5.1 Provision of a chance to try new methods to do work at the HEI 
The respondents were required to provide their perceptions on whether they were given the 
chance to try new methods of doing work at the HEI. Figure 6.24 presents the findings. The 
majority (52%) agreed, while 35% strongly agreed. Only 2% disagreed with the statement, 




Figure 6.24: Statement 25 - I am satisfied with working at this institution as it gives me a 
chance to try new methods to do my work 
 
6.3.5.2 Work variety 
A combined 89% of the respondents agreed (51% agreed and 38% strongly agreed) that they 
were satisfied with working at the institution as it provided them with the chance to do different 
things from time to time. While 6% of respondents remained neutral, a mere 5% disagreed 
with the statement. The results are illustrated in Figure 6.25 below. 
 
Figure 6.25: Statement 26 - I am satisfied with working at an institution as it gives me the 
chance to do different things from time to time 
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6.3.5.3 Positive feelings of accomplishment 
As seen in Figure 6.26, a very significant 54% of respondents agreed and 28% strongly agreed 
that the feeling of accomplishment they derived from the completion of tasks at work was 
satisfying. Only 5% disagreed with the statement, while 14% remained neutral. These results 
are shown in Figure 6.26.  
 
 
Figure 6.26: Statement 27 - I am satisfied with a feeling of accomplishment I get from 
completing tasks at work 
 
6.3.5.4 Work ethics and morality 
The literature review chapters established that some employees are satisfied by performing 
tasks that align with their own or societal principles and conscience. Statement 28 of the 
questionnaire required respondents to indicate their level of agreement on whether they are 
satisfied by performing work that aligns with their conscience and principles. As can be seen 
from Figure 6.27, there was a very significant combined 94% of respondents who agreed with 





Figure 6.27: Statement 28 - I am satisfied with working at this institution, as the tasks I perform 
do not go against my conscience or principles 
 
6.3.5.5 Work autonomy 
As shown in Figure 6.28 below, most of the respondents (55%) agreed and 38% strongly 
agreed that they were satisfied with working at the HEI because it allowed them to work 
autonomously most of the time.  
No respondents disagreed and only 3% opted to remain neutral.  
 
 
Figure 6.28: Statement 29 - I am satisfied with working at this HEI as it gives me the chance to 
work autonomously most of the time 
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6.3.5.6 Busy schedule of work 
Even though the majority (31%) of the respondents agreed that they were satisfied with being 
busy at work most of the time and 23% of them strongly agreed, many respondents remained 
neutral (29%). Only 9% disagreed and 6% strongly disagreed with this statement. These 
results are illustrated in Figure 6.29. 
 
 
Figure 6.29: Statement 30 - I am satisfied with being busy at work most of the time 
 
6.3.5.7 Job security 
As shown in Figure 6.30, job security was a major factor in employee job satisfaction. A very 
significant combined 86% of respondents agreed (60% strongly agreed and 26% agreed) that 
job security increases their job satisfaction. A mere 6% strongly disagreed and 3% disagreed 




Figure 6.30: Statement 31 - I am satisfied with working at this institution as it provides me with 
a steady job 
 
6.3.5.8 Freedom to use own judgement 
Statement 32 was well supported, as shown in Figure 6.31. The majority (46%) of the 
respondents strongly agreed and 40% agreed that they were satisfied with working at the 
institution as it offers them the freedom to use their own judgement. A mere 2% of the 
respondents disagreed with the statement and 5% remained neutral.  
 
Figure 6.31: Statement 32 - I am satisfied with working at this institution as it gives me the 
freedom to use my own judgment in the work I perform 
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6.3.6 Extrinsic rewards as factors for job satisfaction 
The role of extrinsic rewards in employee job satisfaction was assessed in Section D. The 
sections that follow discuss and present the results of job satisfaction arising from the influence 
of extrinsic rewards. 
6.3.6.1 Organisational policies 
As shown in Figure 6.32, there was general disagreement that organisational policies that are 
practised at the HEI lead to job satisfaction. An overwhelming combined 82% of respondents 
disagreed (51% strongly disagreed and 31% disagreed) that they were satisfied by the way 
organisational policies were being put in practice at the HEI, 9% were neutral while only 6% 
agreed and 2% strongly agreed. 
 
 




The majority (38%) of the respondents disagreed and a further 18% strongly disagreed with 
the proposition that they are satisfied with the pay that they get for the job that they do. A 
significant 31% of respondents remained neutral, while only 2% strongly agreed and 6% 




Figure 6.33: Statement 34 - I am satisfied with the pay that I get for the work I do 
 
6.3.6.3 Opportunities for job advancement 
Statement 35 assessed respondents’ level of agreement that they were satisfied with working 
at the HEI because it gave them chances of advancement. As seen in Figure 6.34 below, an 
extremely high number of respondents opted to remain neutral (63%) on this statement. 
Respondents who disagreed comprised 15% and 12% strongly disagreed, while only 3% 
agreed and 3% strongly agreed with the statement. The results suggest that respondents are 
generally unsure of job advancement opportunities at the HEI, a situation that would not 











Figure 6.34: Statement 35 - I am satisfied with working at this institution as it gives me the 









I am satisfied with working at this institution as it 
gives me the chance for advancement.
94 
6.3.6.4 Working conditions. 
The role of working conditions in job satisfaction was investigated through Statement 36. The 
results as presented in Figure 6.35 show that most of the respondents (42%) disagreed and 
a further 38% strongly disagreed with the statement that they were satisfied with working 
conditions at the HEI. Neutral responses comprised 11%, while 3% agreed and 2% strongly 
agreed that they were satisfied with the working conditions.  
 
 
Figure 6.35: Statement 36 - I am satisfied with the working conditions 
 
6.3.6.5 Competence of supervisor in making decisions 
The majority (46%) of the respondents were unsure whether they agreed or disagreed with 
the statement that they were satisfied with the competence of their supervisors in making 
decisions. A combined 25% of respondents were satisfied with the competence of their 
supervisors in making decisions, as opposed to a combined 28% who were not satisfied. The 




Figure 6.36: Statement 37 - I am satisfied with the competence of my supervisor in making 
decisions 
 
6.3.6.6 Supervisor interaction with subordinates 
There was general agreement that the respondents were satisfied by how their supervisors 
dealt with subordinates (43% agreed and 6% strongly agreed). Figure 6.37 further shows that 
35% of respondents remained neutral, while 9% disagreed and 14% strongly disagreed with 
the statement their supervisors dealt with subordinates in a satisfactory manner.  
 
 




6.3.6.7 Interaction with colleagues 
As shown in Figure 6.38, 57% and 22% respectively strongly agreed and agreed that they 
were satisfied with the way their colleagues interacted with them and others in the workplace, 









Figure 6.38: Statement 39 - I am satisfied with the way my colleagues interact with each other 
 
6.3.6.8 Praise and recognition for work done 
The last statement to assess the extrinsic rewards that led to job satisfaction focused on 
whether respondents felt satisfied with the praise they received for doing tasks well. The 
results as shown in Figure 6.39 show that the majority (35%) strongly disagreed, 29% 
disagreed, 17% were neutral to the statement, while 12% agreed and 5% strongly agreed. 
 
 
Figure 6.39: Statement 40 - I am satisfied with the praise I get for doing my task well. 
Strongly
Disagree





I am satisfied with the way my colleagues interact 
with each other.
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6.4 SUMMARY OF FINDINGS 
At the beginning of this chapter, the objectives of the study were stated. This section attempts 
to align the achievement of the objectives and the results of the study. The summaries 
presented in this section are based on the results and the literature that was reviewed. 
Consideration is given to the results of the analysis of leadership styles at the HEI, the results 
on the job satisfaction of the respondents, the biographical characteristics of the respondents 
and the intrinsic as well as extrinsic job satisfiers indicated by the respondents.  
6.4.1 Leadership styles at the HEI 
This study echoes Gourley (2016:48), who propounded that leadership in HE is unique in that 
the subordinates tend to be talented and creative intellectuals with complicated personalities, 
needs, wants, capabilities and potential. The study was not conclusive on the dominant type 
of leadership at the HEI, indicating the complexity of leadership in academic settings. Many of 
the respondents were neutral on the statements although there was a leaning towards the 
democratic and transformational leadership styles. The study suggests that leadership within 
an academic setting should be viewed holistically as attempts to analyse it as a sole concept 
may not be adequate. Vloeberghs (2003:88) argued that South African organisations should 
view leadership in organisations within the systems view, which recognises various variables 
in understanding relationships between phenomena. The high incidence of the neutral 
responses was taken as an indication that certain factors in the HEI ought to be analysed 
together with leadership assessments. As a result, respondents were not upfront about their 
actual stance on the concepts asked.  
6.4.2 Leadership styles and employee job satisfaction 
Leadership related to job satisfaction in HE seems complicated. Many respondents assumed 
a neutral response to their satisfaction with certain aspects of leadership, which seems to 
imply that the leadership/employee relationship is influenced by many factors and modifiers. 
The study did not find sufficient evidence to conclude a linear relationship between leadership 
styles and employee job satisfaction. The evidence collected in this study suggests that the 
employee/job satisfaction relationship at the HEI is complex and can only be considered within 
a system of intrinsic and extrinsic factors, as shown in Figure 6.40. Factors such as praise and 
recognition, autonomy to execute new work methods, job security and so forth appeared 




Figure 6.40: Factors determining the leadership style – employee job satisfaction relationship 
 
6.5 CHAPTER SUMMARY 
Chapter Six analysed the data collected to respond to the research questions, achieve the 
stated objectives and contribute to solving the research problem. The study established that 
there is a general agreement that respondents tended to assume a neutral response on the 
democratic and transformational leadership style. The conclusion reached was that the 
assessment of leadership styles is a complex issue, which requires in-depth and holistic 






SUMMARY, CONCLUSION AND RECOMMENDATIONS 
7.1 INTRODUCTION 
This chapter concludes the study by summarising the conceptual elements of the study, the 
study objectives and research questions. The major findings and conclusions are explained 
as relevant to the achievement of the research objectives and in response to the research 
questions. The findings in this chapter offer a new perspective on the research problem and 
approach. 
Limitations of the study are stated and recommendations made for future research, which 
could include a broader investigation into related concepts to foster the growth of scholarship 
in the leadership/employee job satisfaction relationship in HEIs.  
The chapter starts with summaries of preceding chapters before considering the conclusions 
reached on the objectives of the study, how research questions have been answered, the 
realisation of research objectives, directions for future research and conclusions 
7.2 OVERALL SUMMARY OF FINDINGS OF THE STUDY 
The literature review and the data collected in this study established the following: 
The biographical details of employees in the academic departments are diverse. As a result, 
job satisfaction in that context is complex. What motivates one employee may not motivate 
other employees. 
Perceptions on the leadership styles of academic HODs at the HEI are varied. No clear pattern 
emerged on what leadership styles are prevalent. 
Despite the lack of convergence on the specific leadership styles of academic HODs, it 
appears that many employees felt that their leaders were more aligned to a democratic or 
transformational leadership style than to other styles.  
The numerous neutral responses on the leadership styles suggest that many factors influence 
a clear perception of a HODs’ leadership style.  
The predominance of neutral responses by respondents to statements in the questionnaire 
suggests that there is a multitude of factors that should be assessed in determining employee 
job satisfaction.  
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The relationship between leadership styles and employee job satisfaction appears to be non-
linear, as shown by the preponderance of neutral responses from respondents.  
Job satisfaction is a phenomenon that is determined by many factors, not simply leadership 
styles. 
The assessment of academic leadership styles is a complex issue, which should be viewed 
holistically as attempts to analyse it as a sole concept may not be adequate. The environment 
at the HEI is characterised by complex factors that require an organization-wide enquiry. 
7.3 CHAPTER SUMMARIES 
The following sections summarise the preceding chapters. The main objectives and the 
conclusions reached for every chapter are presented. 
7.3.1 Summary of Chapter One 
Chapter One introduced the study. The background of the study noted that the leadership 
style/employee job satisfaction relationship is an important research area. It was observed 
that leadership style and employee job satisfaction are variables of interest in developing 
organisational competitiveness. This study was initiated to foster a deeper appreciation of the 
two variables in South African HEIs. The final aim was to equip policymakers, leaders and 
managers in the HE system with knowledge and tools to ensure the development of human 
capital and ensure quality HE outputs. The basis of the study was to reveal the leadership 
style/employee job satisfaction relationship to provide the basis by which causal relationships 
can be identified, together with the mediators. The final vision was based on a desire to build 
a vibrant, motivated, satisfied and dedicated workforce, which is spurred by an effective 
leadership style in the South African HE system. The realisation of educational objectives was 
viewed as essential for national development, removal of socio-economic inequalities and the 
general advancement of South Africa. 
7.3.1.1 Research problem 
The research problem was based on the realisation that the education environment has been 
subjected to major changes influenced by international trends and globalisation. The need for 
a responsive HE sector that attends to the fundamentals of the present environment is 
essential. It was noted that because of the complexities of the South African HE system, the 
leadership style that leads to higher job satisfaction and better graduates remains a subject 
for research. In formulating the research problem, it was stated that there are high demands 
to ensure academic HODs are able to influence positive job satisfaction effectively among 
employees to ensure their high performance. Effective leadership was assumed to lead to 
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highly satisfied employees and graduates with exit skills that would contribute to national 
development.  
7.3.1.2 Research questions and objectives 
Given the research problem stated above, the aims, objectives and research questions were 
formulated and are restated in Table 7.1 below 
Table 7.1: Aim, objectives and research questions of the study 
Aim The main aim of this study is to investigate the relationship 
between leadership styles of academic HODs and employee job 
satisfaction at HEIs in the Eastern Cape Province of South Africa. 
Objectives of the 
study 
 To determine the leadership styles of academic HODs at the HEI. 
 To establish the relationship between leadership styles of academic 
HODs and employee job satisfaction at the HEI. 




 What are the leadership styles of the academic HODs at the HEI?  
 What is the relationship between the leadership styles of HODs and 
employee job satisfaction at the HEI?  
 What are the factors affecting the job satisfaction of employees at 
the HEI? 
 
7.3.2 Summary of Chapter Two 
This chapter discussed leadership styles, their advantages and disadvantages to subordinates 
and the organisation, the components of leadership, leadership characteristics, types of 
theories on leadership and the difference between leadership and management. In this 
chapter, it was established that five key leadership styles deserve analysis in HEIs. These are 
autocratic, democratic, transformational, laissez-faire and transactional leadership styles. 
These leadership styles were then used to develop the research instrument and to analyse 
existing leadership styles at the HEI.  
7.3.3 Summary of Chapter Three 
Chapter Three discussed job satisfaction, determinants of job satisfaction, the impact of 
demographics on job satisfaction, cultural impact on job satisfaction and the factors that 
influence job satisfaction. Furthermore, the chapter discussed antecedents of job satisfaction, 
the difference between employee satisfaction and job satisfaction, consequences of job 
satisfaction, theories of job satisfaction and synthesizing the diversity of theories and job 
satisfaction as a function of other people.  
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7.3.4 Summary of Chapter Four  
This chapter discussed the relationship between various leadership styles and job satisfaction. 
It focused on the relationships between job satisfaction and the democratic leadership style, 
the autocratic leadership style, the laissez-fair leadership style, the transformational 
leadership style and the transactional leadership style. The literature review demonstrated that 
there was a relationship between leadership style and employee job satisfaction. 
7.3.5 Summary of Chapter Five 
Chapter Five detailed the methodology that was adopted to collect data for the study. A 5-
option Likert scale questionnaire was administered to employees in the academic departments 
at the Ibika Site of the HEI. The employees were expected to provide the level to which they 
agreed or disagreed with statements relevant to the behaviours of their HODs associated with 
particular leadership styles. In this way, the leadership styles of the HODs was deduced. The 
questionnaire also sought to establish the level of job satisfaction among the respondents and 
to solicit the intrinsic and extrinsic factors that influence their job satisfaction. 
7.3.6 Summary of Chapter Six 
Chapter Six analysed the responses from the questionnaire to address both the research 
questions and the study objectives. Important conclusions were reached on the specific 
research objectives and research questions. The next section provides more detailed 
discussions of the conclusions research in the data analysis that was conducted in this 
chapter. 
7.4 CONCLUSIONS OF THE STUDY 
The key conclusions reached on the study objectives and research questions are presented 
in the following sections. 
7.4.1 Conclusions on the research questions 
7.4.1.1 Conclusions on leadership styles at the HEI 
Owing to the varied demographic distribution of staff at HEI, perceptions on the leadership 
styles of HODs at the HEI differ widely from person to person. Many respondents remained 
neutral on the leadership style assessment, while most of those who responded suggested a 
prevalence of the democratic and transformational leadership styles. 
7.4.1.2 Conclusions on the relationship between leadership styles and job 
 satisfaction of employees at the HEI 
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The relationship between leadership styles and job satisfaction at the HEI is non-linear and 
can only be understood within a systems view that takes into consideration multiple factors. 
This was indicated by the tendency for respondents to select the ‘neutral’ response, which 
suggested the prevalence of other factors. 
7.4.1.3 Conclusions on the factors that affect job satisfaction at the HEI 
Factors such as praise and recognition, autonomy to execute new work methods, job security, 
interactions with colleagues and supervisor relations with subordinates appeared critical in 
determining the leadership style/employee job satisfaction relationship. As such, the 
relationship between leadership styles and job satisfaction can be adequately described in 
linear terms but is complicated within a system of other factors.  
7.5 LIMITATIONS FOR THE STUDY AND FUTURE RESEARCH 
The study was premised on the need to understand the relationship between leadership styles 
and employee job satisfaction at an HEI in South Africa but was limited to one HEI. Future 
studies could be conducted on more than merely a single institution.  
The quantitative methodology adopted was based on the administration and analysis of a 
questionnaire containing Likert-type ranked responses. Scope exists for future research to 
adopt other methodologies and research tools to arrive at a deeper understanding of the 
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INFORMED CONSENT FROM RESPONDENTS 










My name is Nteboheng Patricia Mefi, student number 221109222 . I am a registered student at 
University of Johannesburg and I am currently conducting a study titled Leadership Styles of 
Academic Heads of Departments and their Impact on Job Satisfaction of Employees in an 
Institution of Higher Learning in the Eastern Cape Province of South Africa. 
The general objective of this study is to determine the impact of leadership styles of academic heads 
of department and how they impact on job satisfaction of employees at Walter Sisulu University Ibika 
Site. 
Please be accurate, honest and fill in the entire questionnaire. Feel free to ask if you don’t understand. 
If you are uncomfortable with this study, please feel free to withdraw. Once the research has been 
completed, I will submit it to the institution for approval and I will make it available to all interested parties 
by submitting a copy at the UJ’s libraries. Your responses will be treated with confidentiality. For more 
information, please contact me on 0474016004 or npmefi@gmail.com. 
Consent to participate in the study (please place an X in an appropriate box only) 
I understand that my participation in the study is voluntary and that I am 
free to stop at any time. 
Yes  No  
I understand that I cannot be identified by my answers and that my 
answers cannot be linked to me. 
Yes  No  
I understand that I do not have to answer any question I do not wish to 
answer for any reason. 
Yes  No  
I agree that the information I give may be used in research and that this 
research will not reveal my personal identity. 
Yes  No  
I understand the information regarding my participation in the study and 
agree to participate. 
Yes  No  
 














SECTION A: DEMOGRAPHICS 
 
Instructions: please tick with an X one answer or write answers in the spaces provided 
 
 
Are you employed at Ibika Site? If not, stop; do not continue to complete the questionnaire. 
A. Yes  
B. No  
 
 
For how long have you been employed at Walter Sisulu University? 
A. 0 – 4  
B. 5 – 9  
C. 10 – 14  
D. 15 – 20  
E. more than 21  
 
 
Please indicate your age group. 
A. less than 30  
B.  31-44  
C. 45 – 49  
D. 50 and above  
 
 
Please indicate your gender 
A. Male  
B. Female  
 
 
Please indicate the position you hold at Walter Sisulu University 
A. Professor  
B. Associate Professor  
C. Senior Lecturer  
D. Lecturer  
E Head of Department  
122 
F Secretary  
G Technician  
 
 
Which of the following reflects your employment status at Walter Sisulu University? 
A. Permanent  
B. Contract  
C. Part-time   
 
 
Please indicate your level of education. 
A. Diploma  
B. Bachelors’ Degree  
C. Honours Degree/B-tech  
D. Masters  
E. PhD  
F. Other (specify)  
 
 
In which department are you? 
A. Faculty of Engineering  
B Faculty of Management Sciences  
C Faculty of Education  
 
 
What is your job grade? 
A Grade 6-7  
B Grade 8-9  
C Grade 10-12  




SECTION B:  
What leadership style best reflect your Head of the department’s leadership style? Please tick 
an answer that reflects your opinion in the following statements. 
No. STATEMENT Strongly 
Disagree 
Disagree Neutral Agree Strongly 
Agree 
10 
Autocratic Leadership Style 
My HoD makes decisions and plans on 
his own and tells us what and how to do. 
1 2 3 4 5 
11 
S/he shows greater concern for 
production of work than his or her 
subordinates. 
1 2 3 4 5 
12 
Democratic Leadership Style 
My HoD listens to team members’ points 
of view before taking decisions 
1 2 3 4 5 
13 S/he shows great concern for people 
than for high production of work. 
1 2 3 4 5 
14 
Laissez-Faire Leadership Style 
My HoD does not interfere with tasks 
until problems become severe. 
1 2 3 4 5 
15 My HoD is efficient in achieving 
institutional requirements. 
1 2 3 4 5 
16 
Transformational Leadership Style 
My HoD promotes an atmosphere of 
team work 
1 2 3 4 5 
17 My HoD gives me Insightful suggestions 
to what I can improve 
1 2 3 4 5 
18 
Transactional Leadership style 
My HoD is task oriented and has a 
reward based performance initiatives 
1 2 3 4 5 
19 My HoD is particular with regards to who 
is leading performance targets 
1 2 3 4 5 
 
SECTION C:  
To what extent does the leadership style of the head of the department affect your job 
satisfaction? 
No. Statement Strongly 
Disagree 




I am given a chance to do multiple 
things associated with the projects 
assigned to me. 
1 2 3 4 5 
21 My job provides for steady growth 1 2 3 4 5 
22 My job is subjected to favourable 
working conditions. 
1 2 3 4 5 
23 
I think my skills are not thoroughly 
utilised in my job. 
1 2 3 4 5 






What factors affect your job satisfaction? 
No. Statement Strongly 
Disagree 




I am satisfied with working at WSU as it 
gives me a chance to try new methods 
to do my work. 
1 2 3 4 5 
26 
I am satisfied with working at WSU as it 
gives me the chance to do different 
things from time to time. 
1 2 3 4 5 
27 
I am satisfied with a feeling of 
accomplishment I get from completing 
tasks at work. 
1 2 3 4 5 
28 
I am satisfied with working at WSU, as 
the tasks I perform don’t go against my 
conscience or principles. 
1 2 3 4 5 
29 
I am satisfied with working at WSU at it 
gives me the chance to work 
autonomously most of the time. 
1 2 3 4 5 
30 I am satisfied with being busy at work 
most of the time. 
1 2 3 4 5 
31 I am satisfied with working at WSU as it 
provides me with a steady job. 
1 2 3 4 5 
32 
I am satisfied with working at WSU as it 
gives me the freedom to use my own 
judgment in the work I perform  
1 2 3 4 5 
Extrinsic Factors 
33 
I am satisfied with the way the 
organisation’s policies are put into 
practice. 
1 2 3 4 5 
34 I am satisfied with the pay that I get for 
the work I do. 
1 2 3 4 5 
35 I am satisfied with working at WSU as it 
gives me the chance for advancement. 
1 2 3 4 5 
36 I am satisfied with the working 
conditions. 
1 2 3 4 5 
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37 I am satisfied with the competence of 
my supervisor in making decisions. 
1 2 3 4 5 
38 I am satisfied with the way my 
supervisor deals with his/her employees 
1 2 3 4 5 
39 I am satisfied with the way my 
colleagues interact with each other. 
1 2 3 4 5 
40 I am satisfied with the praise I get for 
doing my task well. 













05 January 2021 
TECHNICAL & LANGUAGE EDITING 
Cheryl M. Thomson 
LEADERSHIP STYLES OF ACADEMIC HEADS OF DEPARTMENTS AND THEIR 
IMPACT ON JOB SATISFACTION OF EMPLOYEES IN AN INSTITUTION OF 
HIGHER LEARNING IN THE EASTERN CAPE PROVINCE OF SOUTH AFRICA 
Supervisor: Dr E I Edoun 
 
This is to confirm I, Cheryl Thomson, performed the language and technical edit of the above-
titled Master’s dissertation of NTEBOHENG PATRICIA MEFI-HAWKINS, student number 
221109222, at the UNIVERSITY OF JOHANNESBURG, in preparation for submission of this 




CHERYL M. THOMSON 
Email:   cherylthomson2@gmail.com 
Cell:   0826859545  
128 
APPENDIX E: 
UNIVERSITY OF JOHANNESBURG ETHICAL CLEARANCE 
 
 
 
